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self-made  railroad  MEN- 

G.  R.  Brown, 

General  Superintendent  Fall  Brook  Railway. 

[Reprinted  fixmt  The  Railway  Conductor.  Jan.,  1897.] 

THE  subject  of  this  sketch  was  born  on  September  9,  1840, 
on  a  farm  near  Elmira,  N.  Y.,  and  remained  on  the 
home  ferm  until  he  reached  the  age  of  twenty-one  years, 
with  the  exception  of  four  winters,  during  which  he  taught  a 
country  district  school,  and  in  the  fall  and  spring  of  these  years, 
attended  school  at  Waverly,  N.  Y. 

In  August,  1864,  he  entered  the  employ  of  the  Pall  Brook 
Railway,  at  Corning,  N.  Y.,  in  the  capacity  of  telegraph  opera- 
tor and  repairer.  He  brought  to  the  service  of  the  railway 
company,  whose  employ  he  had  entered,  the  same  careful  at- 
tention to  duty  and  the  same  enterprise  and  ambition  which 
led  him  to  teach  school  in  the  winter  that  he  might  attend 
school  in  the  fall  and  spring,  while  required  to  work  on  the 
farm  in  the  summer,  and  his  ability  and  application  were  soon 
noted  and  appreciated  by  his  superiors.  He  was  promoted  to 
the  position  of  train  dispatcher,  and,  later  to  the  position  of 
chief  train  dispatcher  and  superintendent  of  telegraph.  Per- 
severing in  his  close  and  loyal  attention  to  his  duties  in  the 
interests  of  his  employers,  he  was  again  promoted  in  1882,  to 
the  position  of  assistant  superintendent  of  the  road.  This  line 
of  successive  promotions,  based  wholly  on  merit,  very  appro- 
priately culminated  in  his  further  promotion  to  the  position  d ' 
general  superintendent  of  the  road,  which  came  in  April,  1886. 
This  position  he  has  continuously  filled  to  the  present  date,  and 
still  occupies. 

In  addition  to  careful  attention  to  the  intarests  of  his  em- 
ployers and  to  the  many  details  of  the  important  positions 

which  he  has  been  called  upon  to  fill,  Mr.  Brown  kept  steadily 
in  view  the  fact  that  a  railroad  company  has  a  very  deep,  and 
not  wholly  unselfish,  interest  in  the  welfare  of  its  employes,  and 
he  has  recognized  the  foct  that  the  interests  of  the  company  are 
best  served  by  contented  employes,  who  feel  that  they  are 
appreciated,  and  well  and  fairly  treated. 

Probably  no  railroad  manager  has  given  as  careful  and 
practical  attention  to  the  question  of  the  best  plan  of  proper 
discipline  among  emi>loyes  as  has  Mr.  Brown.  He  is  well  and 
widely  known  as  the  father  of  the  system  of  "  Discipline  With- 
out Suspension,"  under  which  employes  are  given  demerit  en- 
tries in  the  record  book  for  oflfenses  which,  iu  themselves,  do 
not  merit  dismissal,  and  are  given  merit  entries  for  loyal  and 
faithful  service  or  for  meritorious  acts.  The  employe  is  afforded 
full  opportunity  to  know  jiist  how  his  account  stands,  what  the 
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tMdance  is  and  upon  which  side.  This  plan  takes  the  place  of 
the  old  system  of  punishment  by  suspension  from  service  with 
attendant  loss  of  earnings  and  enforced  idleness.  It  is  believed 
(and  the  belief  seems  well  founded)  that  the  new  system  has 
had  a  mnch  better  effect  than  the  old  system,  and  causes  each 
really  valuable  employe  to  feel  a  pride  in  his  record.  When  an 
employe  gets  too  many  of  these  demerit  entries  it  is  considered 
that  his  record  points  to  the  condnaion  that  incompetency, 
habitual  carelessness,  or  insubordination  on  his  part  have  had 
a  part  in  the  making  of  his  record,  and  his  dismissal  is,  there- 
fore, justifiable  and  advisable.  Mr.  Brown  does  not  believe  in 
keeping  this  record  simply  with  straight  merit  or  demerit  marks, 
but  favors  eptry  in  the  record  of  the  cause  for  giving  credit  or 
entering  demerit  He  considers  the  written  record  as  of  value 
to  new  officers  who  may  come  in  charge  of  the  men  at  any  time, 
as  well  as  to  those  officers  who  might,  in  the  pressure  of  busi- 
ness, foiget  why  the  debit  was  made.  He  also  thinks  that  the 
fixing  of  an  arbitrary  number  of  demerits  as  the  limit  which 
will  cause  dismissal,  might,  on  the  one  hand,  require  a  superin- 
tendent to  dismiss  a  man  in  whom  he  had  confidence  to  give 
another  trial,  or,  on  the  other  hand,  to  keep  a  man  whose  dis- 
missal he  considered  as  fully  warranted.  Mr.  Brown  is  the 
originator  of  the  idea,  and  he  demonstrated  very  clearly  his  be- 
lief in  the  system  and  its  practical  value  by  applying  it  on  the 
Fall  Brook  road,  and  by  showing  to  the  world  the  happy  rela- 
tions and  excellent  a>nditions  which  followed  it  and  resulted 
therefrom. 

Of  recent  years  railroad  managements  have  awakened  to 
the  fact  that,  in  their  desire  to  figure  out  the  longest  possible 
life  for  rolling  stock  and  track,  the  largest  possible  train  haul, 
and  the  most  economical  manner  in  which  to  meet  strongly 
competitive  conditions,  they  have  neglected  to  properly  con- 
sider the  value  of  the  relations  between  officers  and  employes. 
Attention  having  been  called  to  the  successful  operation  of  Mr. 
Brown's  system,  the  more  thoughtful  <mes  made  a  study  of  it, 
and  were  soon  convinced  that  his  ideas  were  decidedly  in  ad- 
vance of  the  policy  generally  followed,  and,  at  the  present 
time,  the  list  of  railroads  adopting  his  system  is  being  rapidly 
added  to,  including  some  of  the  most  important  lines  in  the 
country.  This  system  is  satisfactory,  not  alone  to  employers 
or  to  officers  in  charge ;  it  is  as  highly  satisfactory  to  the  em- 
ployes of  the  Fall  Brook  Railway  as  to  its  general  officers,  and 
wherever  it  has  been  adopted  by  other  railroads,  it  has  been 
heartily  approved  by  the  faithful,  efficient  and  loyal  employes. 
It  is  safe  to  say  that,  entirely  aside  from  his  record  as  an  opera- 
ting officer,  which  is  of  the  very  best,  Mr.  Brown  has,  by  the 
evolution  of  this  system  of  discipline,  built  for  himself  a  repu- 
tation which  will  inseparably  connect  his  name  with  the  won* 
derful  progress  of  this  age  of  railroading. 


DISCIPLINE  WITHOUT  SUSPENSION* 

By  G,  R.  Brown, 
General  Superintendent  Fail  Brook  Railroad. 

THE  usual  penalty  for  a  serious  violation  of  rules  on 
American  railroads  is  dismissal  from  the  service.  Minor 
infractions  are  usually  punished  by  depriving  the  offen- 
der of  employment  for  a  fixed  time — ten,  thirty  or  sixty  days; 
a  few  roads  have  adopted  the  European  practice  of  direct  fines. 
In  my  estimation,  as  a  rule,  these  forms  of  punishment  are  as 
unjust  and  inhuman  as  they  are  unnecessary. 

It  is  a  well  understood  principle  in  jurisprudence  that  a 
law  without  a  penalty  for  its  violation  partakes  more  of  the 
nature  of  advice  than  of  law. 

The  rules  and  regulations  governing  the  running  of  trains 
on  a  railroad  are  laws,  and  should  be  so  considered,  and  penal- 
ties for  their  violation  are  not  wanting. 

The  responsible  officer  or  officers  of  a  railroad  must  act  as 
judges,  try  every  case,  make  every  decision  and  punish  every 
violator.  It  is  not  only  their  right,  but  their  duty,  to  be  strict 
in  maintaining  discipline.  They  have  no  right  to  excuse  one 
offender  and  punish  another,  but  must  try  every  case  on  the 
calendar. 

Penalties  are  imposed  for  two  purposes:  First,  to  uphold 
the  law  and  prevent  its  further  violation ;  and,  second,  to  reform 

the  violator. 

Punishment  infficted  indirectly  benefits  thousands  wlxo  do 
not  violate  the  law  as  well  as  the  one  who  does. 

It  often  occurs  that  the  disgrace  and  injury  occasioned  by  a 
strict  enforcement  of  a  sentence  does  more  to  ruin  the  guilty 
than  anything  else,  and  a  wise  provision  has  been  made  allow- 
ing courts  to  use  Iheir  judgment  as  to  carrying  out  punish* 
ments ;  this  is  known  as  ''suspending  sentence.'*  If  the  some- 
time offender  does  better,  and  is  not  guilty  of  the  same  or  other 
offences,  the  judge  conveniently  forgets  the  indictment  hang- 
ing over  him,  but  should  he  go  on  committing  one  misdemeanor 
after  another,  his  ''record"  rises  up  to  condemn  him. 

I  believe  in  the  practice  "su^nding  sentence"  with  rail- 
road employes. 

Officers  of  railroads  differ  from  judges  of  the  law,  in  that 
they  make  the  law  and  enforce  it,  while  the  judge  administers 
the  law  as  he  finds  it.  If  the  people  are  dissatisfied  with  the 
laws,  they  change  them,  but*  there  is  no  appeal  from  the  decision 
of  the  railway  official  who  performs  the  functions  of  judge,  jury 
and  executioner. 

Railroad  officials  who  hire,  discipline  and  discharge  em- 
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ployes  cannot  be  too  careful  in  exercising  their  authority,  and 
no  honest  one  can  afford  to  decide  on  a  single  case  without 
first  "putting  himself  in  the  other  man's  place."  In  other 
^rords,  treat  him  as  he  himself  would  consider  just  and  honor- 
able if  the  sentence  was  to  be  pronounced  on  him,  and  the 
decision  should  be  made  impassionately,  impartially,  and  giv- 
ing him  the  benefit  of  all  doubts. 

Accidents  have  happened  on  railroads  since  the  starting  of 
the  "Puffing  Billy"  until  to-day,  and  are  Ukely  to  happen  as 
long  as  railroads  are  operated. 

Every  wreck,  every  accident,  every  mistake,  every  loss  has 
taught  its  lesson,  and  these  are  of  no  less  value  to  the  railroads 
and  to  railroad  men  than  the  successes.  I  practice  making 
every  mishap  a  lesson  to  evay  man  on  the  road. 

It  often  happens  that  an  accident,  or  a  "close  shave"  for 
one,  is  the  best  kind  of  a  lesson  to  the  man  who  could  be 
blamed;  and  if  he  is  retained  in  the  service,  he  is  a  more 
valuable  man  than  he  would  otherwise  be  or  one  who  a>uld  be 
hired  to  take  his  place. 

I  am  afraid  that  it  would  do  me  no  good,  and  would  do  me 
harm,  to  lay  me  oflF  for  thirty  days  for  any  oflfense  ;  and  I  am 
sure  I  would  do  no  better,  when  reinstated,  than  if  I  had  been 
allowed  to  continue  in  the  service.  I  should  feel  as  if  I  had 
been  ill-treated,  as  if  my  family  had  been  deprived  of  the 
necessaries  and  comforts  that  my  earnings  afford  them,  and 
that  they  were  the  innocent  victims  of  an  injustice. 

In  order  to  make  every  accident  and  incident  happening 
on  the  road  a  lesson  to  all  the  trainmen,  I  established  twelve 
years  ago  a  Miscellaneous  Bulletin  Board. 

On  this  we  post  up  brief  accounts  of  mishaps  and  other 
occurrences  on  the  line,  pointing  out  how  such  trouble  could 
be  avoided,  etc  This  board  is  closely  scrutinized.  We  do  not 
menticm  names,  but,  of  course,  the  men  know  "who's  who"  in 
most  cases.  This  board  has  done  much  to  keep  the  men  on 
their  guard,  prevented  many  accidents,  and  shows  them  how 
headquarters  look  at  every  case,  instead  of  letting  them  discuss 
every  accident  around  the  roundhouse  and  caboose  stoves  and 
form  their  own  conclusions —  no  two  of  which  will  be  alike. 

To  show  the  class  of  notices  posted,  I  give  a  few  that  have 
appeared.    We  usually  leave  a  notice  up  for  ten  days. 

A  train  was  derailed  at  Hammond.  They  had  five  cars  of 
through  freight,  which  they  failed  to  give  to  train  84,  which 
passed  them  at  that  station,  making  various  excuses  for  not 
doing  so,  none  of  which  are  valid.  The  cars  were  all  delayed 
at  Corning,  and  two  of  them  were  twenty-four  hours  late  arriv- 
ing at  Chicago  on  this  account. 

Please  remember  there  are  no  exceptions  to  the  rule,  unless 
you  have  a  written  order  to  that  effect,  which  will  not  be 
granted  under  ordinary  circumstances. 

This  is  a  matter  of  record. 
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Trainmen  will  please  discontinue  throwing  water  at  each 
other  on  the  road.  The  party  receiving  the  water  is  liable  to 
slip  or  fall  and  injure  themselves,  perhaps  very  seriously.  The 
stormy  w^eather  will  aflFord  the  brakemen  all  the  outside  appli- 
cation of  water  that  is  necessary. 

Please  report  any  violation  of  this  order  to  me. 


I  regret  to  announce  that  thirteen  out  of  forty-six  freight 
and  coal  train  conductors  who  have  worked  the  full  year  ending 
with  May  31,  1895,  have  lost  their  ^60  premium.  I^t  year 
there  were  but  three  out  of  forty-seven  who  lost  it. 

We  believe  it  is  possible,  and  we  hope  that  the  coming  year 
every  conductor  in  the  employ  of  the  company  will  be  entitled 
to  this  premium,  ending  with  May  31,  1896. 

Please  remember  that  it  remains  entirely  with  yourselves 
whether  you  get  it  or  not.  The  original  notice  stated  that  your 
services  must  be  entirely  satisfactory  for  the  full  year  in  order 
to  insiue  it.  Please  make  diligent  effort,  each  and  every  one  of 
you,  to  procure  this  $60  with  your  May  pay  for  1896. 

Caboose  No.  27  had  to  have  a  new  set  of  springs  put  under 
it  on  account  of  being  loaded  too  heavy  with  links,  pins,  etc. 
There  was  taken  out  of  this  caboose  2,020  pounds  of  unnecces- 
sary  material. 

Conductors  will  only  allow  sucb  material  in  their  cabooses 
as  may  be  actually  necessary,  and  not  load  the  boxes  down  for 
the  purpose  of  making  the  sprines  ride  easier ;  and  it  is  unnec- 
essary to  haul  a  ton  of  this  material  aioimd  month  after  month. 


I  understand  that  recently,  at  a  night  telegraph  office,  the 
semaphore  light  had  gone  out  and  the  blade  was  wrong  when  a 
train  arrived  at  the  station.  This  was  not  reported  to  Coming 
office  by  the  train  so  finding  it,  and  should  have  been  done 
from  the  next  telegraph  station.  All  conductors  and  engineers 
will  please  report  any  violations  of  this  kind  at  once. 

Please  remember  that  employes'  lives  are  jeopardized  when 
operators  do  not  strictly  comply  wnth  rules  and  regulations, 
and  parties  w^ho  know  and  do  not  report  these  things  will  be 
considered  as  guilty  of  negligence  as  the  operators  themselves. 

Train  86  met  train  69  at  Cooks.  The  side  track  did  not 
hold  69.  The  man  on  the  rear  gave  signal  to  go  ahead.  This 
was  construed  by  the  man  on  the  head  end  as  a  signal  to  stop. 
They  took  it  that  the  train  was  in  the  side  track  and  covered 
up  their  headlight.  A  brakeman  in  the  centre  of  the  train 
comprehended  tie  situation  and  flagged  86. 

Investigating,  we  find  that  men  are  very  careless  about  giving 
signals.  'Wlien  a  ^o-ahead  signal  is  given  at  arm's  len^h  by  tteir 
side,  instead  of  being  raised  and  lowered  vertically,  it  makes  a 
part  of  a  circle,  which  might  be  construed  for  a  signal  to  stop. 

In  futnre,  in  giving  a  go-ahead  signal  please  hold  the  lan- 
tern directly  in  front  of  yon  and  raise  and  lower  it  vertically, 
and  under  no  circumstances  attempt  to  give  a  go-ahead  signal 
at  arm's  l^gth  by  your  side.   Conductors  and  engineers  will 

E lease  watch  this  very  carefully.  As  an  extra  precaution,  the 
rakeman  on  the  heaa  end  should  have  gone  out  on  tiie  main 
track  or  bank,  until  he  could  have  seen  down  the  main  track 
and  have  known  personally  whether  the  caboose  was  in  or  out 
of  the  side  track.  This  stumld  have  been  done  in  addition  to 
all  signals,  as  the  engine  was  anmnd  the  curve  where  the 
caboose  conld  not  be  pUinly  seen* 
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A  car  billed  from  Port  Allegany  to  Ulysses,  via  Arsonia, 
was  taken  by  a  south-bound  train  to  Kewbeny  Junction,  This 
is  a  matter  of  record. 


A  south-bound  coal  train  overtook  the  way  freight  at 
Reading  Centre,  and  was  nearly  stopped  when  the  way  freight 
started.  After  the  way  freight  passed  the  station  the  sema- 
phore was  raised,  and  the  engineer  of  the  coal  train  pulled 
slowly  by  the  depot  the  engine  and  several  car  lengths,  and 
within  six  or  eight  rods  on  the  caboose  of  the  freight. 

Two  ladies  attempted  to  cross  the  track  after  the  freight 
passed,  and  their  horse  was  scared,  and  were  unable  to  do  so. 
They  were  turned  around  in  the  street,  and  a  man  caught  the 
horse  before  any  damage  was  done.  The  engine  of  the  coal 
train  was  behind  the  depot,  where  the  ladies  could  not  see  it, 
and  they  claim  they  understood  that  trains  were  to  run  five 
minutes  apart.  This  is  correct,  and  should  have  been  done. 
We  learn  from  this  : 

1st.  That  the  way  freight  is  holding  coal  train ;  wMch  is 
prohibited. 

2d.  That  trains  Me  following  each  other  too  closely; 
which  is  mohibited. 

3d.  That  this  train  passed  the  semaphore  when  it  was  up ; 
which  is  prohibited. 

Under  no  circumstances  must  the  pilot  of  a  locomotive  pass 
the  semaphore  pole  until  the  blade  is  dropped. 

A  north-bound  train  had  some  cars  derailed  at  the  south 
end  of  I^el  Comers*  ^ing  about  5. 17  A.  m.  The  cars  ran  up 
the  main  track  far  enough  so  that  trains  could  have  passed 
through  the  side  track  had  not  the  frog  been  injured.  The 
trainmen  r^rted  that  it  was  necessary  for  a  wrecking  crew, 
which  we  ordered  of  the  Beech  Creek  Co.  Instead  of  taking 
their  engine  and  going  to  the  section  house  near  Larry's  Creek, 
getting  the  sectionmen  out  and  telling  them  what  was  required 
to  make  the  side  track  ready  for  passing  trains,  they  remained 
at  the  wreck,  and  the  wrecking  train  had  orders  to  stop  and  get 
the  sectionmen,  where  they  found  them  surfacing  the  track,  at 
nearly  8  o'clock  in  the  morning.  When  th^  arrived  at  the 
wreck  they  had  to  go  back  to  the  toolhouse  for  the  necessary 
material  and  tools  to  take  out  the  frog  and  put  in  a  piece  of 
rail — and  it  was  about  five  hours  after  the  aerailment  before 
trains  could  pass.  Had  they  taken  their  engine  and  went  im- 
mediately for  the  sectionmen  the  track  could  have  been  made 
ready  in  not  to  exceed  one  and  a  half  hours,  thereby  saving 
delay  to  all  other  trains  of  at  least  three  and  a  half  hours. 

Conductors  and  engineers  should  always  look  the  situation 
over  carefully  and  work  with  a  view  of  getting  trains  around 
the  wreck  at  the  earliest  possible  moment,  leaving  the  wreck 
to  be  cleared  up  later  on. 

Flags  used  on  locomotives  and  cabooses  in  many  cases  are 
badly  faded.  In  some  cases  the  faded  green  flags  look  very 
much  like  dirty  white  ones.  When  flags  are  dirty  or  fadecC 
new  flags  must  be  procured  in  their  places. 

Conductors  and  engineers,  please  give  this  your  careful 
attention,  remembering  that  the  safety  of  employes  and  trains 
largely  depends  upon  it. 

I  am  credibly  informed  that  engineers,  more  particularly 
passenger,  find  fault  with  flagmen  on  account  of  being  flagged, 
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even  when  it  is  absolutely  necessary  that  the  train,  should 

be  stopped. 

If  engineers  have  any  criticisms  to  make  about  when  they 
should  or  should  not  be  flagged,  they  will  please  make  them  at 
the  office,  and  not  take  the  matter  up  with  the  flagmen 
personally. 


Engines  Nos.  6  and  21  collided  near  the  water-tank  in  shop 
yard  ;  damage  about  $80.  No.  21  was  going  to  the  shops  after 
coming  in  on  passenger  train.  When  the  yard  engine  fost  saw 
No.  21  they  were  in  one  of  the  shop  tracks,  and  should  have 
remained  there  until  No.  21  passed.  Instead  of  doing  this, 
they  backed  out  on  the  main  track,  and  continued  to  back  until 
they  saw  that  No.  21  was  not  liable  to  stop. 

Yard  engines  must  under  no  circumstances  detain  road 
engines  going  to  or  from  the  shops  or  their  trains. 

There  is  little  doubt  but  what  engine  No,  21  was  making 
too  high  speed  around  the  curve,  and  both  engineers  are  more 
or  less  to  blame,  but  particularly  the  engineer  on  engine  No.  6, 


A  coal  train  arrived  at  the    Y"  without  any  man  on  the 

rear  end.  Investigating,  we  find  that  the  conductor  went  over 
to  the  engine  at  Angus  ;  a  brakeman  got  ofi"  at  Angus  to  close 
the  switch,  and  he  claims  the  train  ran  so  fast  he  could  not 
overhaul  it;  the  flagman  got  off  at  Earles  to  close  the  switch, 
and  he  also  claims  the  train  was  moving  so  fast  he  could  not 
overtake  it.  There  was,  therefore,  no  man  on  the  rear  end  of 
the  train  from  Earles  to  the  **  Y."  Had  the  train  been  obliged 
to  stop,  no  flag  would  have  been  sent  out,  and  had  it  broken  in 
two  there  would  have  been  no  one  to  control  it  or  prevent 
a  wreck. 

ist.    The  conductor  had  no  business  that  required  him  to 

be  on  the  locomotive. 

.  2d.  The  engineer  should  not  have  left  Angus  for  Earles 
until  he  got  a  signal  from  a  man  standing  on  the  rear  cars  and 
not  on  the  ground.  The  flagman  should  have  given  a  signal  to 
stop  the  train  until  the  brakeman  overhauled  it  at  Angus, 

Notwithstanding  there  is  a  telegraph  office  at  Earles,  not 
one  of  these  men  reported  this  occurrence  to  Corning  office  or 
to  the  following  tram,  which  shows  lack  of  judgment  on  their 
part.   Fortunately  nothing  unusual  occurred  to  cause  a  wreck. 


A  brakeman  was  posted  to  go  on  train  No.  85.  Instead  of 
gmng,  he  arranged  with  another  who  was  not  an  employe  of 
the  company  to  go  in  his  place,  without  permission  from  the 
oflBce.  When  called  in  the  office  to  explain,  he  said  he  had 
been  here  about  two  years  and  did  not  know  that  he  had  to  get 
permission  under  these  circumstances. 

For  the  information  of  all  other  brakemen,  will  say,  that 
the  man  who  went  in  his  place  will  not  receive  any  pay  for  the 
trip,  as  he  was  not  employed  by  the  company  to  perform  such 
service,  and  the  brakeman  who  was  posted  had  been  discharged 
for  this  and  other  off'ences. 

The  conductor  is  not  responsible,  for  he  supposed  this  man 
was  an  extra  man  until  going  down  Pine  Creek,  he  asked  him 
his  name,  at  which  time  he  asked  the  conductor  to  put  the 
other  man's  name  on  the  time-slip  and  he  would  get  his  pay 
from  him,  as  the  other  man  had  been  here  about  two  years  and 
was  entitled  to  lr.75,  where  he  was  a  new  man  and  only  en- 
titled to  $1.62)4  per  day. 
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If  we  have  any  more  brakemen  who  are  so  ijo^oraut  of  the 
rules,  and  do  not  know  they  must  receive  permission  from  the 
office  when  they  desire  to  lay  off  or  procure  a  man  in  their 
place,  it  is  high  time  that  they  do  know  it,  and  this  notice  is 
posted  for  their  inftMrmation. 


We  don't  always  give  the  boys  left-handed  compliments. 
Here  is  a  right-handed  one  from  a  farmer. 

Wbdgswood,  N.  Y.,  July  31  ^  1893. 

Mr.  G.  R.  Brown,  General  Superintendent,  Comings  N.  V. 

Dear  Sir: — Yesterday  morning,  as  train  No.  85,  drawn  by 
engine  56,  was  approaching  this  station,  your  employes  on  same 
discovered  a  portion  of  a  flock  of  sheep  on  the  track,  and  in- 
stead of  dashing  into  and  over  them,  by  which  a  number  of 
them  must  have  been  killed,  they  slowed  down  and  used  all 
their  efforts,  and  so  managed  that  not  a  sheep  was  injured.  I 
mention  this,  deeming  it  worthy  of  your  notice,  that  the  men 
on  85  should  receive  your  commendation  as  making  the  extra 
eflFort  in  the  interest  of  your  company,  even  if  in  the  line 
of  duty. 


We  put  up  a  notice  that  at  the  end  of  the  year  we  will  pay 
a  cash  premium  of  |6o  to  every  freight  conductor  whose  ser- 
vices have  been  entirely  satisfactory.  It  speaks  well  for  the 
men,  when  our  report  shows  that  forty-five  out  of  fifty-six  con- 
ductors were  awarded  premiums  for  the  year  ending  May  31, 
1892.  The  reasons  the  other  eleven  failed  are  given  below, 
which  shows  that  some  of  them  lost  it  through  no  fault  of 
thek  service. 

1.  Brought  car  of  freight  for  Newbury  Junction  to  Coming 
as  an  empty  car. 

2.  Absent  on  vacation  about  a  half  year. 

3.  Stood  in  Billsboro  side  track  to  switch  car  in  sptur ;  set 
one  brake  back  of  car  to  be  switched.  Rear  end  ran  down  and 
collided  with  car  going  in  spur. 

4.  Only  worked  part  of  year ;  resigned. 

5.  High  speed,  Beaver  Dams  to  Watkins,  and  from  I/>g 
City  to  Long  Point. 

6.  Violation  of  rules.  He  supposed  engineer  had  sent 
flagman. 

7.  Put  two  cars  off  end  of  side  track  at  Dresden  by  giving 
back-up  signal  without  receiving  same  from  man  on  rear  end  of 
the  train.  Broke  tel^praph  wire.  Did  not  report  it  until 
next  day. 

8.  Ran  double-header  to  Beaver  Dams,  and  only  took  cars 
that  one  engine  should  haul.  (Since  discharged  for  drinking. 
Now  proprietor  of  saloon  in  Corning.) 

9.  Allowed  third  70  to  pass  Cooks  less  than  ten  minutes 
behind ;  the  second  section  overtook  them  south  of  Presho 
and  collided. 

10.  Left  car  of  horses  at  Himrod's  Junction  that  were 
shipped  for  Watkins.  Man  in  charge  told  him  it  was  an  error 
on  bill.    Left  car  without  asking  for  instructions. 

11.  Engine  **John"  (pony  engine  used  by  officers  of 
company)  found  train  south  of  Earles;  his  flagman  not  out 
proper  distance;  conductor  in  caboose,  and  could  see  flag- 
man plainly. 


For  the  year  ending  May  31,  1893,  but  three  conductors 
lost  the  premium^  for  the  following  reasons,  viz.: 

1.  Ran  into  truck  loaded  with  steel  rails.  Section  flag 
out  20  telegraph  poles.  Had  62  cars,  running  too  fast,  no 
brakeman  in  centre  of  train. 

2.  Backed  train  out  of  south  end  of  Four  Mile  Run  side 
track  without  sending  flagman  to  protect  his  train. 

3*  Left  cars  on  farm  crossing  in  Hilbom  storage  track ; 
also  left  tin  box  at  Lyons  containing  way-bills. 


We  also  pay  premiums  to  section  fcH-emen  for  the  best  kept 
track.  Three  premiums  on  each  Division,  $40,  $20  and  $io  re- 
spectively. The  benefits  derived  are  even  more  than  expected. 
The  condition  of  the  track  is  at  least  25  per  cent,  better,  and 
the  track  pay-rolls  for  the  year  ending  October  31,  1893,  was 
l37>i99-^>  for  the  year  of  1894,  $41,842.46,  less  than  the 
average  for  eight  years  before  premiums  were  given. 

¥or  the  trainmen  we  keep  a  record  book.  This  book  is 
never  shown  to  any  employe,  except  that  page  which  is  his 
personal  record. 

In  it  I  write  down  a  brief  statement  of  every  irregularity 
for  which  a  man  is  responsible ;  this  record  takes  the  place  of 
the  **lay  off,"  and  is  dreaded  fully  as  much ;  the  man  goes  to 
work  at  once,  and  no  one  but  himself  suffers,  and  he  only  in 
reputation  at  headquarters. 

We  are  very  careful  in  the  selection  of  our  men ;  promote 
all  our  own  engineers  and  conductors,  and  in  a  few  months  or 
a  year  or  two  our  record  tells  us  whether  they  are  adapted  for 
the  business  or  not.  We  have  engineers  who  have  been  run- 
ning here  more  than  twenty-five  yeus  without  a  scratch  of  the 
pen  against  them ;  while  others,  who  have  been  running  as 
many  months,  have  quite  a  page  full  of  irregular  circumstances  ; 
but  down  near  the  bottom  of  such  a  page  can  generally  be 
found  the  words  ''Discharged — incompetent" 

When  a  man  commences  to  make  a  record  (in  the  book), 
we  call  him  in  and  talk  with  him.  He  is  reminded  that,  if  this 
gets  too  long,  we  shall  have  to  consider  him  a  failure  for  our 
service,  show  him  his  weakness,  and  give  him  another  chance. 
But  he  understands  that  it  will  not  be  entirely  for  the  last 
offence  that  he  is  dismissed — the  ^'suspended  sentence"  cases 
are  against  him. 

With  this  system  the  good  men  are  retained,  developed, 
benefited  and  encouraged,  and  the  cuUs  are  got  rid  of  to  the 
betterment  of  the  service  all  around. 

It  is  well  understood  that  we  do  not  wish  to  retain  in  the 
service  men  who  deliberately  deceive  us  about  mishaps  on  the 
road ;  we  want  the  '*  straight"  of  every  matter,  and  we  want  it 
at  first  hands.  It  would  be  a  very  lively  detective  who  could 
get  to  my  office  sooner  than  some  of  the  men  who  are  respon- 
sible for  the  accidents.   If  it  is  not  serious  enough  for  dismissal, 
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the  maSAer  is  overlooked  or  made  a  matter  of  record,  and  the 
man  goes  out  on  his  regular  run.  Then  the  "Miscellaneous 
Board has  another  object  lesson  on  it. 

If  there  is  anything  that  will  stimulate  a  good  man,  who 
has  become  careless  enough  to  make  a  lapse  of  duty  that  * '  gets 
him  in  the  book,"  more  than  that  simple  record,  I  do  not  know 
what  it  is  ;  but  when  the  record  is  made  and  the  victim  warned 
to  look  out  and  attend  to  business  in  future,  and  to  take  his  run 
out  in  the  morning,  he  goes  away  with  a  mental  vow  that  he 
will  try  and  make  his  services  satisfactwy  in  future.  On  the 
contrary,  if  he  reasons  that  the  record  is  an  easy  way  out  of  his 
trouble,  makes  light  of  it,  and  is  frequently  called  on  to  explain 
irregularities,  it  is  the  best  of  evidence  that  he  should  not  be 
retained  in  the  service  any  longer.  Some  of  the  recotds  are 
years  apart.  In  some  cases  a  memorandum  is  made,  and  never 
an  occasion  given  for  a  second  one. 

Good  men  who  have  made  some  little  mistake,  are  less 
likely  to  do  so  again  than  men  who  have  not  yet  tried  the  re- 
sponsibilities of  running  trains  and  engines,  or  men  who  are 
not  familiar  with  our  road  or  work.  If  the  responsible  officer 
takes  such  an  offender  into  his  office,  talks  the  matter  over  dis- 
passionately, and  tells  him  that  he  is  considered  too  good  a 
man  to  be  discharged  for  incompetency ;  that  the  accident  has 
cost  so  much,  which  the  company  will  stand  "this  time,"  but 
perhaps  not  the  next ;  tell  him  that  this  is  a  matter  of  record 
against  him,  and  if  he  desires  to  remain  in  the  service  these 
irregularities  must  not  occur,  this  has  a  tendency  to  make 
better  and  mcae  successful  railroad  men  of  the  ones  that  are 
naturally  adapted  to  railroad  work— and  the  **next  time** 
comes  only  too  soon  to  the  man  out  of  his  sphere. 

There  is  nothing  in  this  to  disgrace  him  among  his  fellows, 
nothing  to  make  him  feel  revengeful  or  maltreated ;  but  every- 
thing  to  make  him  feel  as  though  he  was  encouraged  and 
helped,  and  that  his  final  success  depended  solely  upon  himself. 
Can  as  much  be  said  of  the  plan  that  disgraces  a  man  among 
his  fellows ;  that  takes  the  Qomforts,  and,  perhaps,  the  neces- 
saries, from  his  home ;  that  makes  him  a  loafer  for  thirty  or 
sixty  days,  and  puts  him  in  way  of  temptations  that  he  would 
not  find  at  his  work,  and  that  leaves  him,  in  many  cases,  in 
debt  to  the  dealers  who  furnish  his  family  with  supplies? 

On  many  roads  there  is  a  great  want  of  cordiality  or  confi- 
dence  between  the  men  and  the  oflBcials  immediately  over 
them.  In  too  many  cases  a  suggestion  from  a  traiman  to  an 
officer  would  be  resented  as  an  unwarranted  interference.  It 
seems  to  me  this  is  not  in  the  interest  of  the  railroad  company, 
however  much  it  may  enhance  the  dignity  of  the  official— who 
is  himself  only  **one  of  the  hired  hands"  with  a  little  more 
resi)onsibility. 

I  have  found  suggestions  from  the  men  of  vital  importance 


in  matters  of  detail,  and  every  man  in  the  service  knows 
that  the  rule  and  motto  at  headquartons  is  ^'Suggestions  are 
alurays  in  order." 

Train  and  enginemen  see  and  know  things  about  the  road 
that  an  operative  oflScer  could  never  find  out  in  his  office.  At 
their  suggestion,  we  have  frequently  made  minor  chai^^  in 
time^Ues,  etc.,  and  every  change  has  been  an  improvement. 
A  laborer  on  a  section  may  suggest  something  that  will  save  the 
company  hundreds  of  dollars,  and  besides  this,  it  encourages 
men  to  think  and  become  more  interested  in  their  work,  and 
feel  at  liberty  to  offer  other  suggestions. 

When  a  suggesticm  is  made  that  is  considered  impractica- 
ble, the  reason  that  it  is  so  is  pointed  out,  and  both  the  man 
and  the  manager  have  learned  something.  I  am  sure  that  this 
rule  makes  and  keeps  up  a  friendly  feeling  between  the  men 
who  plan  the  work  and  those  who  ececute  it. 

Roads  that  can  afford  to  let  one  department  fight  another, 
who  can  afford  to  have  hundreds  of  employes  disinterested  and 
dissatisfied  with  their  work,  who  can  afford  to  have  the  officers 
out"  with  the  men,  and  the  men  glad  to  see  any  hoped-4br 
imiMTovement  a  failure,  are  few  and  far  between. 

The  suggestions  set  forth  in  this  article  may  not  be  prac- 
ticable everywhere,  but  on  a  moderate  sized  road  (Fall  Brook 
has  257  miles  all  single  track,  with  an  average  tonnage  of  about 
6,000,000  yearly)  where  the  supttintendent  knows  all  the  men, 
or  most  of  them,  it  has  worked  so  well  for  years  that  I  have  an 
abiding  faith  that  it  will  work  anywhere  and  in  every  case  in 
the  interest  of  better  service. 


mOMIC  EFFECTS  OF  RECORD 

DISCIPLINE. 

By  G.  R.  Brown, 
General  Superintendent  Fall  Brook  Railway. 
Thb  Originator  of  Discipunb  wxthout  SuaPBMSioir. 

MANY  railway  officers  regard  the  plan  of  maintaining 
proper  discipline  of  employes  without  suspension  from 
service  is  purely  philanthropic.   While  the  plan  has  its 
philanthropic  side  it  also  has  an  economic  side  that  commends 
it  as  a  good,  plain,  practical  business  proposition. 

In  no  other  kind  of  employment  embracing  large  numbers 
of  men  does  intelligence,  loyalty  and  earnest  effort  to  excel 
and  economize  count  for  so  much  as  in  railway  service ;  and  in 
no  other  kind  of  ^ployment  can  the  employes  inflict  greater 
loss  to  the  interests  they  serve,  through  carelessness  and  lack 
of  loyalty  while  literally  obeying  the  letter  of  all  rules,  than  in 
this  service.  Direct  supervision  of  the  conduct  of  all  employes 
is  out  of  the  question,  as  thdr  duties  are  mainly  performed  on 
the  road,  ont  of  sight  and  beyond  the  immediate  control  of  the 


14 


superintending  oflBcers.  General  rules  are  made  for  their  guid- 
ance, but  the  very  nature  of  the  service  necessitates  a  wide 
range  of  latitude,  within  which  nearly  every  employe  connected 
with  the  maintenance  and  operation  of  the  road,  and  especially 
in  the  train  service,  can  be  efficient  or  careless,  wasteful  or 
saving,  as  he  may  be  inclined. 

Checks  can  be  established  by  carefully  kept  records  of  the 
expense  of  maintenance  and  use  of  supplies ;  disci|dine  can  be 
inflicted  for  violation  of  rules  and  wastefulness.  The  former 
are  always  necessary,  and  the  latter  is  frequently  justifiable,  but 
speaking  generally,  the  truth  of  the  old  adage  that,  ''You  can 
drive  a  horse  to  water  but  you  cannot  make  him  drink"  finds 
ample  daily  confirmation  in  railway  service.  You  can,  through 
fear  of  suspension,  drive  the  men  into  apparent  obedience  to 
the  rules,  but  you  can  no  more  drive  them  to  use  their  best 
efforts  to  eflBciently  and  economically  serve  your  interest  than 
you  can  fly,  and  with  all  man's  ingenuity,  that  feat  remains  to 
be  satisfactorily  accomplished.  The  object  of  the  system  of 
"discipline  by  record"  and  bulletin  is: 

To  secure  a  higher  state  of  efficiency.  To  accomplish  this, 
strict  discipline  is  essential  to  successful  operation ;  no  contin- 
uous service  performed  by  man  can  be  perfect,  but  a  high  state 
of  discipline  and  a  careful  selection  of  men  will  produce  a  better 
class  of  service  and  results. 

To  avoid  loss  of  time  and  earnings  of  employes. 

To  judge  each  case  of  an  erring  employe  on  its  merits,  with 
r^:ard  to  his  previous  record  and  his  probable  future  availability. 

To  stimulate  employes  to  cooperate  with  the  company, 
which  is  to  their  mutual  advantage. 

To  enable  the  employe  to  gain  in  self-respect,  in  loyalty  to 
Ins  employer,  watchfulness  and  zeal  for  his  interest,  and  realize 
that  they  are  practically  his  own,  and  to  establish  discipline  in 
which  the  element  of  force  is  not  predominant. 

To  become  acquainted  with  each  case  of  discipline  through 
the  bulletin  notices,  and  learn  from  them  the  lesson  which  is 
taught  by  the  fiEulure  of  others. 

To  inspire  and  develop  in  all  employes  a  feeling  of  security 
and  confidence  that  faithful  service  will  be  appreciated  and  re- 
warded by  their  uninterrupted  retention  in  the  service;  and 
that  the  name?  of  employes  who  are  habitually  careless  and 
indiflSftrent  to  the  company's  and  their  own  interests  will  be 
dropped  from  the  rolls. 

We  want  more  ounces  of  preventive  and  less  pounds  of 
cure.  We  want  more  intelligent,  pains-taking,  interested, 
loyal,  employes  to  coqperate  with  the  officers  in  all  matters 
tending  to  produce  efficiency  and  thereby  secure  the  best  results. 
To  secure  the  desired  end,  one  of  the  first  steps  to  be  taken  is 
to  treat  conscientious  employes  as  we  ourselves  wotdd  like  to 
\»  treated  jmd^  similar  circumstances. 
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Suspension  should  be  abolished  f<M:ever.  I  assume  that 
there  is  no  superintendent  who  would  like  to  take  that  kind  of 

medicine,  and  I  can  see  no  good  and  sufficient  reasons  why 
painstaking,  conscientious  employes  who  compose  the  rank 
and  file  should  be  required  to  submit  to  it.  On  the  contrary, 
this  class  of  men  should  be  treated  with  great  consideration ; 
their  pockets  should  feel  the  weight  of  their  employer's  argu- 
ment, ancf  full  time,  with  fair  remuneration  for  faithful  per- 
formance of  duty,  will  stimulate  them  to  better  service  and 
insure  the  company's  succ^.  There  are,  however,  some  men 
who  were  bom  in  the  objective  case,  who  are  naturally  either 
dishonest,  intemperate,  disloyal,  insubordinate,  incompetent, 
wilfully  negligent,  or  disobedient  of  the  company's  rules,  and 
who  cannot  appreciate  fair  and  considerate  treatment,  and  if, 
by  any  chance,  any  of  this  character  get  into  the  service,  as 
they  sometimes  unavoidably  will,  they  should  be  dispensed  with 
at  once.  They  are  usually  breeders  of  discontent,  and  fire- 
brands of  disloyalty  and  the  promoters  of  strikes,  and  they 
should  not  be  allowed  to  remain  to  sow  discontent  among  their 
fellows.  The  majority  of  the  rank  and  file  of  emplo}^  in  the 
nailway  service  are  loyal  and  true  men,  worthy  of  the  confi* 
dence  of  their  employers  ;  and  they  are  usually  men  of  as  fine 
sensibilities  as  the  officers  under  whom  they  serve.  Many  oc- 
cupying subordinate  positions  would  be  as  competent  to  man- 
age a  road,  or  a  divi^on  of  a  road,  as  its  present  officers  if  they 
were  given  the  opportunity. 

The  careless  switching  in  yards  and  at  stations,  roughness 
in  starting  and  stopping  trains,  the  improper  use  of  air  brakes, 
etc.,  lay  the  foundation  of  future  defects,  increasing  the  shop 
expenses,  and  liable  to  cause  serious  wrecks.  Time  wasted  at 
terminals  or  stations  that  must  be  made  up  in  speed  between 
stations,  unnecessary  shovels  of  coal  on  the  fire,  more  oil  on  the 
machinery  or  in  the  journal  boxes  than  is  needed,  later  cut-ofis 
of  steam  to  the  cylinder  than  are  necessary,  or  the  waste  of  steam 
at  the  safety  valve,  and  the  injudicious  use  of  injectors,  are  but 
a  few  of  the  many  countless  ways  in  which  railway  employes, 
while  keeping  within  the  rules,  can  waste,  injure  and  destroy 
the  property  of  the  company  they  serve.  These  are  all  well 
known  facts,  and  the  company  whose  employes  are  in  hearty 
sympathy  with  the  management,  and  who  will  strive  to  save 
and  excel,  are  of  great  economic  value  and  are  worthy  of  con- 
siderate treatment  from  their  officers.  We  should  remember 
that  none  of  us  are  infallible ;  that  mistakes  have  happened  to 
the  best  of  us  and  are  liable  to  happen  again,  notwithstanding 
our  best  efforts  to  prevent  them. 

Years  ago  I  decided  that  I  would,  if  possible,  lead  employes 
to  regard  the  operation  of  the  road  from  the  stand-poiut  of  those 
interested  in  its  financial  success.  I  found  men  in  the  train 
service  who  only  cared  to  see  how  soon  they  could  reach  a  ter- 
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minal  and  how  many  days  it  was  possible  to  get  on  the  pay  roll. 
In  the  shops,  on  the  tracks  and  dsewhere,  I  found  many  men 
working  only  for  six  o'clock  and  pay  day,  with  no  interest  for 
their  employer.  If  the  company  manifested  no  interest  in  their 
welfare  by  kind,  considerate  treatment,  which  costs  nothing, 
how  could  it  be  reasonably  expected  that  employes  should  feel 
any  gmt  and  growing  interest  in  the  company's  welfare?  they 
were  not  employed,  nor  do  they  work,  for  love  alone.  It  is  a 
cool  business  transaction,  and  its  coldness  is  frequently  aug- 
mented by  the  workings  of  a  harsh  system  of  discipline  that  for 
slight,  unintentional  violations  of  the  rules  suspends  the  best 
men  in  the  service  for  considerable  lengths  of  time,  and  de- 
prives them  and  their  families  of  needed  earnings,  not  always 
justly  ;  while  at  the  same  time  it  takes  them  from  the  activity 
of  service  and  throws  them  into  idleness  that  too  often  leads 
them  into  bad  amipany,  into  debt,  immorality  and  intemperance. 

It  has  been  thought  that  suspension  of  employes  was  the 
best  method  to  improve  the  service  and  maintain  discipline, 
and  was  necessary  to  restrain  them  from  violating  the  rules ; 
that  suspension,  and  the  disgrace  and  financial  loss  resulting 
there&om,  made  a  m«n  more  careful  and  proficient  in  the  per- 
formance of  his  work.  I  long  ago  came  to  the  conclusion  that 
either  this  method  was  false  or  my  judgment  of  human  nature 
was  wanting.  Had  such  a  method  of  correction  been  applied 
to  me,  while  in  the  ranks,  for  some  slight,  unintentional  mis^ 
take,  I  should  certainly  have  felt  that  my  family  had  been  de- 
prived of  the  necessaries  and  comforts  that  my  earnings  should 
have  provided  for  them,  and  that,  in  consequence,  they  were 
the  innocent  victims  of  an  injustice.  I  could  not  make  myself, 
believe  that  the  reflections  and  resentment  tJiat  this  treatment 
would  awaken  would  make  me  more  mindful  or  careful  of  the 
interests  of  the  company  I  was  employed  to  serve,  but,  on  the 
contrary,  would  engender  a  spirit  of  distrust  and  disregard  for 
the  management  and  for  the  interests  which  it  was  sou^t  to 
promote,  by  deliberatdy  inflicting  upon  me,  for  no  sufficient 
reason,  punishment  entailing  pecuniary  loss  to  me  and  those 
dependent  upon  me.  I  reached  the  conclusion  that  men  so 
punished  were  apt  to  have  less  r^;ard  for  the  interests  of  the 
company  after  they  served  a  suspension  than  they  had  before, 
and  if  so,  that  they  would  be  less  economical  and  desirable 
employes. 

With  these  convictions  firmly  established,  I  conceived  the 
plan  now  known  as  Discipline  without  Suspension*"  I  ccrai* 
menced,  in  a  quiet  way,  to  test  it  in  actual  service  for  two  or 
three  years,  and  after  being  thoroughly  satisfied  of  its  eminent 
superiority  in  its  economic  results  for  the  company,  and  more 
satisfactory  results  to  the  empl<r|res,  I  f<»inally  inaugurated  it  in 
all  departments,  and  I  am  pleased  to  state  that  its  practical 
workings  far  exceed  my  most  sanguine  expectations. 
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The  officers  of  one  of  the  southern  *  roads  adopting  this 
method,  where  both  white  and  colored  men  are  employed,  in- 
forms me  that  it  is  just  as  effectual  for  handling  colored  as  white 

employes.  Thirty-two  roads  have  adopted  this  system  within 
the  last  couple  of  years,  and  the  officers  of  all  have  expressed 
themselves  as  pleased  with  its  economic  results,  and  state  that 
their  employes  are  much  bett^  satisfied  than  with  suspension 
methods.  As  indicating  the  probable  correctness  of  these  state- 
ments, I  invite  attention  to  some  figures  compiled  from,  my 
annual  reports  before  and  after  the  method  was  fully  inauga- 
rated,  which  speak  for  themselves. 

The  cost  of  wrecks  and  breakage  of  all  kinds  to  locomotives 
and  cars,  not  attributable  to  natural  wear  in  proportion  to  ton- 
nage, for  the  two  years  ending  with  June  30,  1885,  compared 
with  the  two  yrars  ending  with  June  30,  1896,  shows  that  th«!e 
was  in  the  last  two  years  65^0  per  cent,  improvement. 

The  overtime  paid  to  trainmen  in  proportion  to  tonnage  for 
the  two  years  ending  with  June  30,  1885,  compared  with  the 
the  two  years  ending  with  June  30,  1896,  shows  that  there  was 
in  the  last  two  years  Si^io      cent,  improvement.* 

The  cost  of  supplies  for  locomotives  per  100  miles  run  for 
the  two  years  ending  June  30,  1885,  compared  with  the  two 
years  ending  June  30, 1896,  shows  that  there  was  in  the  last  two 
years  57^%ao  per  cent  improvement.  Hie  differrace  in  the 
prices  of  supplies  was  7^00  per  cent.,  making  a  net  gain  ot 
49^%oo  per  cent. 

The  average  yearly  amount  expended  for  labor  account  of 
maintenance  of  tracks,  bridges,  buildings,  water  tanks,  coaling 
trestles,  fences,  new  side  tracks  and  betterments  of  all  kinds  f<»- 
seven  years,  ending  with  October  31,  1890,  was  .  .  $216,381.21 


Year  ending  October  31,  1891   195,632.14 

"1892   178,955.21 

"  1893   163,759-80 

"       "         "       "  1894   162,862.95 

"1895   156,348.29 

"       "  "  1896   142,793.12 


During  the  six  years,  1891  to  1896  inclusive,  about  thirty 
miles  of  side  track  was  constructed  and  maintained ;  also,  there 
were  maintained  seven  miles  of  main  track  constmcted  in  1893,  * 
the  expense  of  which  is  indnded  in  the  above  figures. 

The  annual  inspection,  October  31,  1890,  compared  with  the 
inspection  October  31,  1896,  shows  19^  per  cent,  improvement 
in  the  tracks.  For  the  year  ending  October  31,  1896,  the  avor- 
age  cost  for  labor  was  9S%o  cents  per  mile  of  track  for  each 
working  day  in  the  year. 

Other  departments  show  similar  satisfactory  results.  We 
have  interested  men  everywhere,  and  both  the  company  and  its 

•The  Pall  Brook  Railway  opefates  257  mUcs  of  road,  aU  single  trade. 
The  tonnage  for  the  year  ending  June  30,  1896,  was  6,550,590  tons;  the 
total  amount  of  overtime  paid  to  trainmen  was  but  niakating  that 

trains  were  nearly  ou  time* 
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employes  are  champions  of    Discipline  without  Suspension/' 
A  number  of  roads  that  have  adopted  the  ^st^em,  with  vari- 
ations to  suit  the  views  of  the  officers  and  the  prevailing  local 

conditions,  did  so  without  issuing  any  circulars.  The  following 
are  extracts  from  letters  to  the  author  from  the  officers  of  some 
of  these  roads : 

From  Mr.  W.  F.  Potter,  General  Superintendent  of  the 
Flint  &  Pere  Marquette  Railroad  : 

**  We  have  never  issued  any  circular  in  reference  to  discipline  without 
suspension,  but  have  practiced  your  buUttin  method,  and  have  almost 
entirely  done  away  with  the  old  method  of  suspension." 

From  Mr,  F.  G.  Darlington,  superint^dent  of  the  Indian- 
apolis Division  of  the  Pittsburg,  Cincinnati,  Chicago  &  St. 
I/>uis  Railway: 

**  We  spent  several  months  in  personal  correspondence  and  conversa- 
tion with  all  employes,  and  the  whole  subject  (and  our  proposed  method 

of  application  )  was  explained.    No  circular  was  issued. 

Our  record  shows  discipline  in  days,  the  same  as  the  old  method,  and 
the  bulletins  show  the  discipline,  but  do  not  locate  the  men  involved.  The 
persons  against  whom  a  record  is  made  are  each  sent  a  copy  (under  per- 
sonal cover )  of  the  bulletin  that  covers  their  respective  case.** 

From  Mr«  A.  L.  Mills,  general  superiatend^tof  the  Toledo, 
St  Lonis  &  Kansas  City  Railroad : 

"In  using  discipline  without  suspension  we  did  not  issue  a  circular. 
We  took  up  individual  cases  and  advised  the  parties  of  their  negligence, 
giving  them  at  the  same  time  such  caution  as  we  found  necessary." 

From  Mr.  E-  P.  Broughton,  general  superintendent  of  the 
Chicago  &  Eastern  Illinois  Railroad : 

"I  have  adopted,  to  quite  an  extent,  what  is  known  as  the  'Brown 
System  of  Discipline '  on  our  road,  although,  like  the  C.  &  N.  W.  R.  I  have 
issued  no  circular  in  regard  to  it,  but  have  simply  had  an  understanding 
with  our  men,  thinking  that  I  would  try  it  for  a  time  and  see  how  it 
worked,  and  would,  later  on,  issue  something  definite  in  the  way  of  a  cir- 
cular. 80  &r  we- are  getting  along  nicely,  and  are  not  at  all  disappointed 
in  the  results  that  we  are  gettii^.  I  think  our  men  are  better  satisfied; 
they  feel  tlmt  their  positions  are  more  secure,  and  I  think,  by  carrying  out 
the  iqrstem,  we  will  get  better  serrice-fkom  our  men.  80  far  I  am  very 
much  pleased  with  the  results.*' 

The  following  circulars,  establishing  this  system  of  disci- 
pline on  a  number  of  roads,  are  of  interest  as  showing  the 
various  views  of  officers  on  questions  of  detail.  They  also  show 
the  wide  practicable  application  of  the  plan. 

The  Louisville  &  Nashville  Railroad,  on  June  i,  1895,  es* 

tablished  the  system  on  the  L  ,  C  &  h  and  Kentucky 

Central  Divisions  by  announcement  in  the  following  circular : 


Louisville  &  Nashville  Railroad* 

MOice  io  Employes  Rdatit/e  to  New  System  of  DisctpHne: 

Commencing  this  date,  the  punishment  of  employes  in  train  service, 
induding  enginemen,  firemen,  conductors,  bmfcemen  and  switchmra,  by 
suspension  from  duty,  with  loss  of  time,  will  be  abandoned,  and  thereafter, 
punkhment  for  neglect  of  duty,  vicdation  of  rules,  and  bad  conduct,  shall 
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be  by  reprimand,  book  suspension,  or  ^dismissal  from  the  service.  The 
present  method  of  investigation  by  board  of  inquiry  will  be  continned; 
but,  instead  of  the  actual  suspension  of  employes,  a  buUetin  wiU  be  issued 
covering  each  case  of  discipline,  omitting  the  name,  date,  train,  and  loca- 
tion, but  showing  the  punishment  inflicted,  together  with  the  expense 
caused  the  company  by  the  carelessness  or  fiiilnre  to  observe  the  rules,  and 
a  copy  of  the  same  will  be  sent  to  the  employe  at  fault.  A  complete  record 
of  all  employes  win  be  kept,  and  aU  discipline  imposed  will  be  shown 
thereon,  and  credit  given  for  excellent  conduct,  deeds  of  heroism,  loyalty, 
etc,  and  these  credits  will  be  given  full  consideration  in  connection  with 
the  charges  entered  against  employes.  It  wiU  be  understood  that  disScqr^ 
alty,  dishonesty,  intemperance,  insubordination,  wilful  negligence,  mak- 
ing folse  reports  or  statements,  or  concealing  facts  surrounding  matters 
tinder  investigation,  will  be  considered  as  dis^iargeable  <^enoes. 
The  objects  to  be  obtained  under  the  new  iqrstem  are : 

1.  To  avoid  loss  of  time  to  employes,  and  consequent  possible  suffer* 
ing  to  those  who  may  be  dependent  upon  their  earnings. 

2.  That  all  may  become  acquainted  with  every  case  for  which  disci- 
pline is  imposed,  and  learn  something  from  the  failure  of  others. 

3.  To  encourage  and  stimulate  all  employes  to  co-operate  with  the 
ofRcers  in  all  matters  tending  to  produce  e£&ciency,  and  thereby  secure 
better  service. 

This  system  is  introduced  with  the  belief  that  it  will  meet  wiith  the 
approval  of  all  concerned,  and  be  directly  beneficial ;  and  the  cordial  co- 
operation of  all  employes  is  desired  to  make  it  an  unqualified  success  as 
compared  with  the  system  heretofore  prevailing-. 

Five  months  after  the  system  was  established  on  these  divis- 
ions, a  committee,  consisting  of  the  superintendent  of  transpor- 
tation, the  superintendent,  mastos  of  trains,  and  master  me- 
chanic of  the  divisions  on  which  the  expertm^t  was  tried, 

reported  as  follows  as  to  its  operation : 

The  Iv.  C.  &  Iv.  Division  has  subject  to  this  discipline  36  conductors,  98 
brakemen,  10  baggagemen,  45  enginemen,  and  45  firemen,  or  a  total  of  234 
men.  Since  June  i,  one  employe  in  train  service  has  been  discharged.  His 
dismissal  would  have  resulted  under  the  old  system.  From  June  i  to  date 
there  have  been  twenty  cases  of  discipline,  aflfecting  sixteen  men.  Twelve 
men  have  been  nominally  suspended  once,  and  four  men  twice,  as  follows: 

Nine  conductors  were  suspended  for  honoring  posted  passes. 

Two  conductors  for  getting  left. 

One  conductor  for  careless  loading  of  local  freight. 

One  conductor  for  failing  to  make  proper  effort  to  place  derailed  cars 
on  track. 

One  conductor  for  foiling  to  regard  Rule  89,  thereby  causing  collision* 
One  brakeman  for  &iling  to  r^^ard  Rule  69.  tlierel^  causing  coUI^a. 
One  brakeman  for  violation  of  Rule  152. 

One  brakeman  for  careless  handling  of  svritch,  cauring  denitaneat. 
One  engineman  for  foiling  to  report  defect  in  engine. 
One  engineman  for  foiling  to  obey  special  time  taMe  nde* 
One  fireman  for  foiling  to  respond  to  call. 

No  more  than  two  oflfences  are  charged  against  any  one  man.  though 
<me  of  the  men  with  these  two  charges  against  him  is  now  under  investi- 
gation for  failing  to  obey  the  second  paragraph  of  Rule  150,  and  it  is  prob- 
able that  he  will  be  recommended  for  dismissal,  as  both  of  the  chaiges 
already  against  him  are  for  serious  offences.  The  engineman  and  conduc- 
tor who  violated  Rule  89,  causing  a  rear  end  collision,  were  given  a  nomi- 
nal suspension  of  sixty  days.  They  would  have  been  discharged  but  for 
the  almost  spotless  record  of  the  engineman,  who  is  one  of  the  best  men 
onthely.  C.  &  L.  Division,  It  may  be  well  to  mention  that  the  accident 
for  which  they  were  disciplined  occurred  very  shortly  after  the  new  sys- 
tem became  effective.  From  the  foregoing  it  will  be  seen  that  it  has  been 


20 


nectaaaxy  to  diseipliae  oidy  a  verjr  small  percentage  of  the  men  in  tiain 
service. 

In  the  twenty  cases  of  disdpline  mentioned,  the  wages  saved  to  em- 
ployes and  their  fiamiUes  amounted  to  11,067.00,  as  follows : 

II  passenger  conductors,  115  days*  suspension  .  .  I365  00 
3  fre^fht  conductors,  55  days*  suspension  ....  155  00 


2  btakemen,  25  days'  suspension   45  00 

3  enginemen,  100  days*  suspension  470  00 

I  fireman,  15  days'  suspenri<m   32  00 


Total  |j^o67  00 


The  Kentucky  Central  Division  has  sutject  to  this  disdpUhe  37  en- 
ginemen,  37  firemen,  33  conductors,  90  brakemen  and  baggagemen,  8  yard- 
men and  2  hostlers ;  total,  207.  From  June  I  to  date  there  have  been  devn 

cases  of  discipline,  as  follows  : 

One  engineman  stopped  too  soon  after  train  broke  in  two. 
One  engineman  stopped  too  soon  after  train  brake  in  three« 

One  baggageman  failed  to  put  off  mail. 

One  brakeman  failed  to  fasten  pin  in  switch  lever. 

One  brakeman  signaled  to  come  ahead  before  switch  was  thrown* 

O  ne  brakeman  left  coach  on  siding  so  as  not  to  clear. 

One  engineman  failed  to  notice  brakeraan's  signal. 

One  fireman  failed  to  notice  open  switch. 

One  hostler  not  looking  out  and  not  keeping  engine  under  control  in 

3'ard,  causing  collision. 

One  engineman  not  having  engine  under  control  in  yard  and  causing 

collision. 

One  brakeman  setting  brakes  with  stick. 

In  the  eleven  cases  of  discipline  mentioned,  the  wages  saved  tO  em- 
ployes and  their  families  amounted  to  $601.00,  as  follows: 


4  enginemen.  no  days'  suspension  $440  00 

I  fireman,  10  days'  suspension   21  00 

I  baggageman,  7  days*  suspension   12  00 

4  brakemen,  42  days*  suspension   9S  00 

I  hostler,  30  days'  suspension   30  00 

Total  |6oz  00 


A  good  feature  of  the  new  system  is  found  to  be  the  reduced  number 
of  extra  men  employed,  and  the  less  frequent  changes,  as  compared  with 
the  old  plan. 

It  may  also  be  mentioned  that  under  this  qrstem,  an  officer  taking 
<AailE«  of  a  division  can  readily  acquaint  himself  with  the  fuU  lecord  of 
each  employe.  This  is  an  advantage  to  employes  with  a  good  record,  as 
well  as  to  the  officer. 

The  committee  is  of  the  opinion  that  this  form  of  discLfdine  has  so  far 
proved  to  be  to  the  company^s  interest  It  certainly  imposes  no  hafdships 
upon  the  employes  sntgect  to  it,  and  we  believe  it  has  ai^ealed  to  their 
pride,  as:  there  is  no  doubt  that  th^  didike  to  have  their  names  entered 
upon  the  discipline  book  or  to  be  sutgect  to  a  bulletin,  and  appreciate  the 
necessity  for  having  a  clear  record.  The  plan  has  aroused  great  interest 
among  the  men,  and  they  watch  the  bulletin  cases  and  discuss  each  new 
bulletin.  While  it  may  be  that  fear  of  a  bad  record,  as  well  as  pride  in 
having  a  good  one,  deters  employes  from  misconduct  and  makes  them 
more  careful  in  the  performance  of  their  duties,  it  must  be  admitted  that 
a  system  that  is  productive  of  good  remits  both  to  the  management  and 
its'employes  is  a  success. 

At  tins  meeting  it  was  decided  to  extend  the  system  to  the 

L  &  M  A  and  B  M  Railroads  (parts  of  the 

I^uisville  &  Nashville  system). 

The  general  manager  instructed  that  the  ocnnmittee  should 
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endeavor  to  formulate  some  uniform  and  definite  plan  of  giving 
employes  credit  when  they  were  entitled  to  it,  and  to  report 
during  the  inspection  trip. 

Another  meeting  was  held  on  November  13,  1895,  when  the 
committee  submitted  its  recommendations  for  allowing  em- 
ployes credit  as  follows :  ' 

T.  A  suspension  of  fifteen  days,  or  less,  charged  against  an  employe 
will  be  considered  canceled  by  a  perfect  record  for  one  year. 

2.  A  suspension  of  more  than  fifteen,  and  not  to  exceed  thirty  days 
win  be  considered  cleared  by  a  perfect  record  for  two  years, 

3.  Suspensions  amounting  to  more  than  thirty  days,  and  not  to  ex- 
ceed sixty  days,  will  require  three  years'  clear  record  for  their  cancellation. 

4.  Suspensions  in  excess  of  sixty  days,  occurring  in  a  period  of  onfe 
year,  will  call  for  the  special  consideration  of  the  board. 

5.  A  complimentary  bulletin  will  be  issued  every  twelve  months  in 
the  prescribed  manner,  giving  employes  who  have  a  perfect  record  for  one 
year  a  special  credit. 

6.  Acts  of  heroism  and  loyalty  will  call  for  special  mention  and  con- 
sideration by  the  board. 

In  making  this  report,  the  members  of  the  committee  ex- 
pressed the  opiuiou  that^  while  they  were  not  clear  that  the 
allowances  were  on  the  prop»  basis,  it  would  not  be  wise  to 
become  too  free  in  the  giving  of  credits,  and  that,  as  the  pro- 
posed plan  was  wholh'-  experimental,  if  possible,  it  would  be 
better  to  reduce  the  time  required  for  a  perfect  record  to  enable 
employes  to  clear  thonselves  of  debits  rather  than  to  increase 
it,  if  found  advisable  to  make  a  change,  ^fter  a  gener^  discus- 
rfon,  the  committee's  recommendations  were  adopted. 

SouAem  Pacific  Company* 

PACIFIC  SYSTEM. 

San  F&AKa^co,  Cal.,  July  16,  ifiofi. 

Superintendents  : 

1.  I  hand  you  copy  of  circular  addressed  **To  aU  JSmployes  of  Trans- 
portation Department/'  putting  the  system  of*  Discipline  by  Record"  into 
effect  August  i,  1896,  and  by  which  you  will  hereafter  please  be  gruided  in 
matters  of  discipline.  Please  have  a  copy  sent  to  each  employe  concerned 
and  post  a  copy  on  each  bulletin  board,  making  requisition  at  once  on 
manager  of  purchases  and  supplies  for  as  many  copies  as  you  require. 
Until  further  notice  the  system  will  apply  to  such  trainmen,  enginemen, 
yardmen  and  stationmen  only  as  are  permanently  employed.  Before  a 
new  man  shall  be  considered  permanently  employed  he  must  have  ren- 
dered service  satisfactory  to  the  superintendent  for  a  period  of  three  months. 

2.  In  the  record  book  kept  in  your  office  (requisition  for  which  on 
manager  of  purchases  and  supplies  should  be  made  at  once),  two  pages 
-should  be  reserved  for  each  employe,  and  every  case  of  discipline  is  to  be 
recorded  therein ;  the  left-band  page  for  charges  and  penalties,  the  right- 
hand  page  for  credits  and  cancellation. 

3^  You  will  furnish  at  terminals,  and  at  other  points  where  bulletin 
boards  may  be  maintained,  a  special  board  for  posting  record  bulletins. 
These  bulletins  are  to  be  consecutively  numbered.  The  charges  on  the 
record  book  are  disciplinary;  the  record  bulletins  are  educational.  The 
bulletins  should  give  abrief  and  concise  statement  of  ea^  caseof  deviation 
from  the  rules  or  from  good  i^ctice,  etc.,  which  has  resulted  in  discipline, 
omitting  the  name,  date,  train,  locality,  and  without  otherwise  identifying 
the  person  at  fault;  but  stating  the  occurrence,  how  it  happened,  how  it 
could  have  been  i»«vented,  the  trouble  or  expense  tensed  the  company, 
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etc,  and  the  penalty  inflicted.  Yon  will  also  add  such  comment  as  may 
be  necessary  to  educate  other  employes  on  the  subject  at  hand.  Sample 
bulletins  herewith. 

4.  A  copy  of  the  record  bulletin  will  be  mailed  to  the  employe  at 
fimlt,  and  to  others  of  his  grade  in  the  service  who  do  not  have  access  to 
the  buU^in  boards.  Alter  remaining  on  each  board  for  ten  days  it  will  be 
removed,  and  x>08ted  in  a  book  kept  at  each  terminal  for  that  purpose. 

Yon  will  please  send  me,  for  my  information  and  subsequent  appro- 
val, a  copy  of  each  recOTd  bulletin  issued,  noting  on  same,  for  use  of  this 
office,  the  name  of  the  employe  disciplined,  date,  train,  locality,  etc. 

5.  Yon  will  ptease  exchange  record  bulletins  with  all  other  superin- 
tendents, so  that  each  may  know  what  violation  of  the  rules,  or  what  com- 
mendable deeds,  have  taken  place  on  other  divisions,  may  know  what  dis- 
cipline and  what  educational  efforts  are  being  allied  elsewhere,  and  that 
nniformity  may  prevail. 

6.  In  case  of  a  total  of  suspensions  of  any  employe  in  excess  of  about 
ninety  da3r8  in  any  one  year,  or  of  an  accumulation  of  poor  records,  show- 
ing incompetence,  or  a  series  of  acts  and  negligence,  or  of  the  violation  of 
the  rules  or  good  practice,  you  will  call  him  to  your  office  to  explain  his 
record.  He  should  be  shown  his  failures,  and  afforded  an  opportunity  to 
convince  you  that  it  will  be  to  the  interest  of  the  company  to  continue  him 
in  the  serv^'ice ;  failing  in  which  he  will  be  dismissed. 

7.  In  determining  whether  an  employe  should  be  dismissed  on  ac- 
count of  his  accumulated  record,  or  given  further  trial,  there  can  be  no 
fixed  rule  as  to  the  number  of  times  he  has  been  disciplined,  nor  the 
aggregate  time  of  nominal  suspensions  ;  but  the  number  of  cases  against 
the  employe,  nature  of  same,  length  of  service,  his  general  character  and 
conduct,  and  particularly  whether  there  are  two  or  more  entries  for  the 
same  thing,  will  all  be  considered  as  factors,  as  will  also  credits  that  may 
have  been  given. 

8.  The  leading  objcAsof  the  system  of  Discipline  by  Record  are  : — 

a.  To  secure  a  higher  state  of  efficiency.  Strict  discipline  is  essential 
to  the  successful  operation  of  a  railroad.  No  continuous  service  performed 
by  man  can  be  perfect,  but  a  high  state  of  discipline  will  produce  a  high 
class  of  service,  and  successful  operation  is  dependent  on  good  service. 

d.  To  avoid  loss  of  time  and  wages  of  employes,  and  consequent  pos- 
sible suffering  of  those  who  may  be  dependent  on  their  earnings,  as  well 
as  demoralization  of  the  employe  by  enforced  idleness. 

c.  To  avoid  that  incorrect  and  pernicious  feeling  on  the  part  of  the 
employe  who  has  been  actually  suspended,  and  thus  lost  money  in  wages, 
that  be  has  paid  the  company  for  the  loss  and  trouble  he  has  caused,  and 
that  he  can  settle  again  in  the  same  manner. 

d.  To  avoid  the  dismissal  of  an  employe  for  a  single  violation  of  the 
rules  or  of  good  practice  that  does  not  injuriously  reflect  on  bis  reputation^ 
conduct,  capacity  or  flitnre  usefulness. 

tf«  To  judge  each  case  of  an  erring  employe  on  its  merits,  with  due 
regard  to  his  previous  record  and  future  avaHatdUty,  considered  with  refer- 
ence to  the  interests  of  the  company  and  its  duty  to  its  patrons.  This  to 
be  done  generally  without  regard  to  the  cases  of  other  em|doyes. 

That  all  may  become  acquainted  with  each  case  for  which  disci- 
pline is  imposed,  and  learn  something  from  thje  fidlnre  of  others. 

^.  To  enoonrage  and  stimulate  all  emplcqres  to  co-operate  with  the 
officers  of  the  company  In  all  matters  tending  to  produce  harmony^ 
economy,  safety  and  eflfciencyi  and  thereby  secure  better  8ervice»  resulting 
both  in  profit  and  credit  to  the  company  and  to  its  employes,  as  well  as  in- 
creased satisiaction  to  the  public  Kach  employe  can  work  with  the 
knowledge  that  the  excellence  of  his  record,  the  prospect  of  his  continued 
employment,  his  prcmiotion,  and  final  success,  depend  on  his  own  good 
conduct  and  exertions.  By  notably  good  and  faithful  work  he  can  accumu- 
late a  stock  of  credits  that  will  practically  insure  him  against  dismissal  in 
case <tf  some over^ht  werror  that  otherwsae  would  defHrive  him  of  em- 
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ployment.  The  most  efficient  men  will  be  encouraged,  developed,  bene- 
fitted and  retained ;  while  those  who  prove  to  be  unfit  for  the  railroad  ser* 
vice,  though  dismissed,  will  be  dealt  with  fairly  and  justly. 

A.  To  enable  the  employe  to  gain  in  purse,  in  self-respect,  in  manli- 
ness, in  interest  in  his  work,  in  permanence  of  employment,  in  loyalty  to 
the  company,  and  in  solicitude  for  its  interests ;  by  which  the  company 
expects  to  gain  a  man  more  contented,  more  inteI^gent,  .more  courteous, 
more  watdiful  and  zealous  Sar  its  interests,  realizing  that  they  are  prac- 
tically his  owxu  thus  securing  a  more  harmonious,  economical  and  efficient 
service,  in  which  the  element  of  force  is  not  predominant. 

9.  As  the  qrstem  is  admittedly  experimental,  suggestions  and  criti- 
cisms from  all  concerned  are  cordially  invited. 

m.  The  system  of  "  Discipline  by  Record,"  originated  by  Mr.  Geo. 
Brown,  general  superintendent.  Fall  Brook  Railway,  is  already  in  snccess- 
fiil  use  on  a  number  of  other  roads,  and  is  proving  mutually  satisfactory  and 
benefidal  to  employes,  and  to  the  corporations.  It  is  introduced  on  the 
lines  affected  by  this  circular  in  the  belief  that  it  will  meet  with  the  appro- 
val of  all  inten»ited,  and  be  directly  ben^cial  to  alL 

A^raved:  J.  A.  FIIXMORS, 

J.  KRUTT8CHNITT,  Marnier. 
General  Manager, 

Smrthrfti  Pacific  Gomfiduiyw 

7ACmC  SVBTBIC. 

San  Francisco,  Cal.,  July  16, 1896. 

To  all  Employes  of  Transportation  Department , 

1.  On  August  I,  1896,  the  system  of*  *  Discipline  by  Record"  for  per- 
manent employes  will  be  put  into  effect  on  the  Pacific  System  of  this  com- 
pany (except  on  lines  in  Oregon),  and  suspension  from  duty,  with  conse- 
quent loss  of  time,  will  be  discontinued.  Discipline  will  be  maintained  by 
reprimand,  book  suspension,  or  by  dismissal  from  the  service.  Upon  that 
date  all  emploj^es  will  be  considered  as  starting  in  with  a  clear  record. 
As  occasion  requires,  an  individual  account  will  be  opened  with  each  em- 
ploye in  a  book  kept  especially  for  that  purpose  in  the  superintendent's 
office. 

2.  Reprimands  will  be  noted  on  the  records  of  employes  who  may 
receive  the  same.  Suspension,  though  for  a  certain  number  of  days,  will  be 
nominal.  Instead  of  actual  suspension,  the  employe  at  fault  will  be  al- 
lowed to  continue  at  work.  A  charge  will  be  made  on  the  record  in  the 
book  in  the  superintendent's  office  of  every  case  of  neglect  of  duty,  viola- 
tion of  the  rules  or  of  good  practice,  accidents,  improper  conduct,  etc.,  re- 
sulting in  discipline  of  an  employe,  with  the  penalty  imposed,  as  may  be 
determined  by  the  superintendent 

3.  Record  bulletins  will  be  issued  by  the  superint^dent  not  oftener 
than  fortnightly,  and  posted  at  division  terminals  on  a  special  board. 
These  bulletins  will  be  educational ;  they  will  be  issued  for,  and  give  a  brief 
account  of,  each  case  that  has  resulted  in  discipline,  and  ^ate  how  it  could 
bave  been  avoided,  but  will  omit  all  reference  that  would  identify  the  per- 
son at  &ult. 

4.  Such  acts  as  disloyalty,  didionesty,  desertion^  int^peiance,  in* 
subordination,  wilful  neglect,  gross  cardessness,  immorality,  violation  of 
mles  whereby  the  company's  fux^rty  is  endangered  or  destroyed,  making 
fUse  reports  or  statements,  or  concealing  facta  concerning  matters  under 
Investigation,  etc.,  will,  as  beretxxfore,  subject  the  cdfencter  to  fsammaxy 
dismissal. 

5.  Credits  will  be  given  on  the  record,  and  may  also  be  bulletined  for 
notably  excellent  conduct,  deeds  of  heroism  and  loyalty,  good  judgment  in 
emergencies,  etc.  These  special  credits  will  be  given  fiill  oonsiderx^n  in 
connection  with  any  changes  entered. 

6.  No  nq>rimand  or  sn^ension  will  be  noted  against  an  onploye's 


individual  record  without  notice  to  the  peroon  afiected,  and  an  opportunity 
given  for  explanation  and  defense.  Each  employe's  record  will  be  open 
for  inspection  during  business  hours  at  the  superintendent's  office  by  the 
employe  himself,  bnt  not  by  others  except  by  division  and  general  officers. 
'  If  not  practicable  for  an  employe  to  go  to  the  office,  a  transcript  of  his 
record  will  be  sent  him  upon  application. 

7.  No  suspension  will  be  made  for  less  than  ten  or  more  than 
sixty  days. 

8.  Reprimands  and  suspen^ons  placed  against  an  employe's  record 
may  be  canceled  as  follows  :— 

a.  A  reprimand  will  be  canceled  by  a  perfect  record  for  three  months. 
6.  A  8U8pen8i<m  of  ten  days  will  be  caneiAed  bgr  a  perfect  record  for 
six  months. 

c.  A  raspension  of  mme  than  ten  and  not  ezieeeding  twenty  days 
wOl  be  canned  by  a  i>erfect  record  for  nine  months. 

<f.  A  suspension  of  more  than  twenty  and  not  exceeding  thirty  days 
win  be  canceled  by  a  perfect  record  for  one  year. 

e.  A  suspension  of  more  than  thirty  and  not  exceeding  sixty  daya 
will  be  canceled  by  a  perfect  record  for  one  and  one-half  years. 

/.  Inasmuch  as  the  credit  system  is  an  experiment,  the  length  of  per- 
fect record  for  which  credits  are  given  is  subject  to  change  whenever  it  may 
be  found  to  bear  unjustly  on  employes  afifected  by  it,  or  on  the  company. 

9.  An  accumulation  of  poor  records,  showing  that  any  employe  is  not 
a  desirable  man  for  the  service,  will  call  for  the  special  consideration  of 
the  superintendent,  and  may,  after  a  hearing,  bring  dismissal,  though  he 
may  not  have  committed  any  offence  that  of  itself  would  have  warranted 
dismissal. 

10.  It  is  expected  that  the  system  of  Discipline  by  Record  will  prove 
of  great  advantage  alike  to  the  company  and  to  its  employes  and  their 
families.  Wages  will  not  be  lost  by  disciplined  employes  who  are  not  to  be 
dismissed,  except  for  such  time  as  may  be  required  for  satisfactory  investi- 
gation, in  attendance  at  the  office  of  the  superintendent,  or  by  themselves 
looking  up  facts,  witnesses,  etc.,  after  which  the  employe  will  return  to  his 
work.  It  is  also  expected  that  it  will  encourage  and  stimulate  all  employes 
to  co-operate  heartily  with  the  officers  of  the  company  in  matters  pertain- 
ing to  harmony,  economy,  safety  and  efficiency,  thereby  securing  better 
service;  and  increasing  benefits,  security,  and  satisfaction  to  the  public 
and  to  all. 

The  cordial  co-operation  of  all  officers  and  employes  is  invoked. 

Approved:  J.  A.  FHI^MORE, 

J,  KRUTTSCHNITT.  Manager. 
General  Manager. 

Chicago^  Peoria  &  St»  Louis  Railway* 

SiPKXKOFiBLD,  iLU,  Jaatuury  23, 1896. 
To  ike  Employes  of  the  C,  P.  iSf  Si.  JL  Ry.: 

On  February  i,  or  as  soon  thereafter  as  arrangements  can  be  made  to 
put  the  scheme  in  operation,  there  will  be  adopted  on  this  line  what  is 
known  as  the  Brown  System  of  Discipline. 

Instead  of  discharging,  or  suspending  without  pay,  for  infraction  of 
the  rules  of  the  company,  a  record  will  be  kept  of  the  mistakes  and  faults 
f»f  employes.  In  this  record  will  be  kept  a  brief  statement  of  the  irregu- 
larities for  which  a  man  is  responsible.  This  record  will  take  the  place  of 
the  "  lay  off.''  When  a  man  commences  to  make  a  record  in  the  book,  he 
will  be  called  in  for  an  interview.  He  will  be  reminded  that  if  the  record 
gets  too  long  the  company  will  have  to  consider  him  as  nnfit  for  the  ser- 
vice; he  win  be  Ahown  liis  failures,  and  will  be  given  an  opportunity  to 
Improve.  When  the  record  against  a  man  gets  so  loi^;  as  to  demonstrate 
kis  unfitness  for  tteservlee,  he  will  be  dismissed. 
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This  record  will  be  a  private  one,  and  no  employe  will  be  shown  any 
record  therein  except  his  own. 

In  addition  to  the  foregoing  record,  and  for  the  purpose  of  making 
every  accident  and  incident  of  importance  happening  on  the  road  a  lesson 
to  all  trainmen,  there  will  be  posted  upon  the  bulletin  boards  brief  state- 
ments of  accidents,  mistakes,  and  failure  to  observe  the  rules,  with  com- 
ments thereon  by  the  proper  official.  No  names  will  be  mentioned  on 
these  bulletins.  It  is  hoped  that  the  examination  of  these  notices  will  be 
instructive  to  the  employes,  and  do  much  to  prevent  the  recurrence  of 
similar  cases. 

It  is  confidently  believed  that  with  this  system  in  eflfect,  a  feeling  of 
more  security  and  confidence  on  the  part  of  employes  will  be  developed, 
and  that  the  good  men  will  be  benefited  and  encouraged,  while  the  un- 
worthy, if  there  are  any  such,  will  be  eliminated. 

It  must  be  understood  tbata>K>peration  on  the  part  of  employes,  in 
the  matter  of  this  reform,  will  be  of  great  asristance  in  producing  good 
results,  and  that,  to  this  end,  it  is  very  derirable  that  exactly  Gorrect 
accounts  of  mishaps  occurring  on  the  road  ^lall  be  fiimished  by  the  par- 
ties interested. 

It  must  be  understood  that  the  right  to  summarily  discharge  for  ser- 
ious oflfences  is  not  given  up  on  the  adoption  of  this  plan.  The  record  of 
the  present  employes  up  to  date  will  not  be  entirdy  ignored,  but  it  will  be 
put  in  the  background  to  the  extent  of  ^ving  everybody  a  new  start  on 
the  date  this  change  goes  into  effect 

C.  H.  BOSWORTH, 
  General  Manager. 

The  G)lutiibus^  Sandtisky  &  Hocking  Railway  Company, 

Columbus,  Ohxo»  February  10,  1896.  . 

Notice  io  Employes: 

On  September  i,  1895,  we  adopted  the  practice  of  issuing  advisory 
bulletins,  following  the  line  of  what  is  known  as  Brown's  System  of  Disci- 
pline, except  that  we  intluded  suspensions  as  a  penalty  for  neglect  of  duty 
in  certain  cases. 

We  now  propose  to  eliminate  the  suspension feature^  practically  carrying 
out  the  plan  as  outlined  by  its  author,  Mr.  G.  R.  Brown,  general  superin- 
tendent Pall  Brook  Railroad ;  the  purpose  being  to  keep  a  recotd  of  ea^ 
employe,  showing  every  commendable  act  or  neglect  of  duty.  When  a 
man  commences  to  make  a  record  (in  the  book)  he  will  be  reminded  that 
if  his  record  gets  too  long,  through  his  neglect  and  carelessness,  we  shall 
be  obliged  to  pronounce  him  nnfit  for  our  service  and  discharge  him.  This* 
record  will  be  a  private  one,  and  no  employe  will  be  tfhown  asqr  ttcosA 
therein  except  his  own. 

The  practice  of  prompt  dismissal  fh>m  the  service,  when  justified  by 
serious  oflfences,  will  not  be  affected  by  this  plan. 

Bulletins  will  be  issued  the  same  as  heretofore. 

We  want  it  thoroughly  understood  that  we  will  not  retain  in  the  ser- 
vice any  man  who  will  knowingly  deceive  us  about  mishaps  on  the  road. 
We  want  the  facts  in  every  matter  and  we  want  them  at  first  hands. 

The  record  of  present  employes,  back  of  September  i,  1895,  will  not  be 
entirely  ignored,  but  will  be  kept  in  the  background  to  the  extent  of  giving 

everybody  fair  play. 

We  believe  this  plan  will  develop  a  feeling  of  security  and  confidence 
to  the  end  that  good  men  will  be  benefitted,  and  the  unworthy,  should 
there  be  any,  will  fall  by  the  wayside. 

The  rules  and  regulations  governing  employes  on  railroads  are  laws. 
Penalties  are  imposed  for  two  purposes :  one  to  uphold  the  law  and  pre- 
vent its  further  violation,  the  othe:  to  reform  the  violator. 

Every  accident,  every  mistake,  every  loss  has  taught  its  lesson.  We 
shall  try  to  make  every  mishap  a  lesson  to  every  man  on  the  road. 

WM.  THORNBBURGH, 

<^mmU  S^iierhUendemi. 
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Toledo  &  Ohio  Central  Railway  Company* 
Kanawha  &  JMBcUfan  Railway* 

TouDo,  Ohio,  April  z,  1894. 

To  Enginemen^  Firemen^  Conductors,  Brakevien,  Yardmen,  etc,  : 

The  administering  of  discipline  by  these  companies  now  consists  of 
three  grades  of  action,  viz.  :  reprimand,  suspension  and  dismissal. 

Until  further  notice,  the  practice  will  be  changed  to  two  methods  of 
procedure  instead  of  three,  viz.  :  a  record  and  dismissal. 

No  suspensions  will  be  made,  but,  as  a  substitute,  the  superintendent 
will  keep  an  account  with  each  individual  employe  in  the  train  and  yard 
service,  and  to  that  account  will  be  charged  each  deviation  from  practice 
as  laid  down  in  the  company*s  Book  of  Rules. 

Whenever,  in  the  judgment  of  the  superintendent,  the  record  of  a 
man  is  sufficiently  unsatisfactory  as  to  unfit  him  for  further  service,  dis- 
missal will  be  applied. 

Miscellaneous  bulletins  will  be  issued  from  time  to  time^asmay  be 
necessary  in  the  interests  of  discipline. 

I  trust  that  the  effect  of  this  change  will  be  to  promote  the  best  inter* 
csts  of  this  company  and  of  its  employes,  and  that  each  of  you  will  tespond 
to  the  change  by  forming  a  determination  to  keep  your  record  dear. 

T.  F.  whitte;i.sky, 

General  Superintendent, 

Toledo  &  Ohio  Central  Railway  Company* 
Kanawiia  &  Michigan  Railway* 

ToiJBno,  Ohio,  April  i,  1895. 

To  All  Concerned: 

One  year's  trial  of  Discipline  without  Suspension  has  demonstrated  to 
both  the  company  and  a  majority  of  its  employes  its  superiority.  It  will 
therefore  be  continued  with  some  modifications,  among  whioh  are : 

1.  Change  of  title  to  Record  Bulletin. 

2.  Eastern  Division  boards  will  be  placed  at  Toledo  and  West  Colum- 
bus, and  Columbus  Division  board  in  conductors'  room  at  Toledo. 

3.  As  far  as  possible,  the  identity  of  the  man  bulletined  will  be  con- 
cealed.   The  chief  object  of  the  bulletin  is  to  be  educational. 

4.  Bulletins  are  to  contain  facts  and  conclusions,  and  only  such  com- 
ment as  applicable. 

5.  £ach  man's  record,  and  his  only,  may  be  inspected  by  him  at  any 
time. 

6.  Division  superintendents  invite  correspondence  on  any  subject  of 
mutual  concern  from  their  employes,  thinking  that  in  that  way  we  may 
all  work  together,  and  to  the  best  interests  of  the  company  we  serve. 

T.  F.  WHITTELSKY, 

General  Superintendent, 

Canadian  Pacific  Railway  Company* 

ONXAIUO  AND  PACIFIC  DIVISION. 

Smithes  PallSi  Pcbmary  39,  1896. 

To  Enginemen^  Trainmen^  Yardmen^  Agents  and  Operators: 

Commencing  March  i,  1896,  what  is  known  as  the  Brown  System  of 
Discipline  will  be  put  into  force  on  this  division  between  Toronto  and 
Montreal.  This  consists  of  a  system  of  marks  which  will  be  used  instead 
of  the  present  system  of  suspension  for  carelessness  or  neglect  of  duty — 
except  that : 

:Employes  will,  as  heretofore,  be  discharged  for  drunkenness,  either 
on  or  ofr.duty ;  for  drinking  intoxicating  liquors  on  duty ;  for  frequenting 
saloons  or  other  places  of  l<;m  resort ;  for  incompetency ;  for  dishonesty, 
and  for  other  serious  fences. 
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And  suspension  will  be  imposed  when  the  head  of  department  deems 
disciplining  by  marks  unsuitable  to  the  case  or  to  the  individual. 

Where  a  suspension  often  days  (for  instance)  was  formerly  given, 
ten  marks  will  be  assessed,  save  for  a  repetition  of  the  same  offence  addi- 
tional marks  may  be  given,  ^ch  person  will  be  entitled  to  sixty  marks 
iNsfore  dismissal.  For  every  twelve  consecutive  months*  service  free  from 
demerit  marks,  twenty  marks  wiU  be  deducted  from  any  that  may  have 
been  previously  entered  against  a  person's  record.  No  deduction  will  be 
made  for  less  than  twelve  consecutive  months*  perfect  service.  Bach 
<tffender  will  be  given  notice  of  all  marks  assessed,  and  when  the  head  of 
the  department  deems  it  advisable,  the  o£fence  and  punishment  assessed 
win  be  buUetined,  omitting  names  of  offenders. 

All  parties  affected  Ivy  this  notice  stort  with  a  dear  record  on  the 
above  date,  save  that  where  the  futm%  record  of  parties  concerned  shall 
show  that  past  oflfences  are  being  repeated,  and  that  former  consideration 
for  the  c^^der  has  not  brought  about  the  deslzed  result,  the  person  con*-* 
cemed  may  be  summarily  dealt  with,  or  given  double  marks,  as  the  case 
may  i^erit. 

On  account  of  the  liberal  aUowance  of  marks  given  nnder  this  new 
system,  we  shaU  expect  a  more  prompt  response  to  the  various  rules  and 
instructions  of  the  company.  It  is  not  the  intention,  by  this  change,  to 
relax  discipline,  but  to  enforce  more  fully  the  observance  of  Mri«Htig  rules. 
The  system  of  reward  for  satisfactory  service  will  give  opportunity  for 
rectifying  past  errors,  which  we  think  will  be  appreciated. 

G.  8.  MACKINNON,  R.  R.  JAMIBSON, 

Master  M^hanie.  AssistofUSuferimtetukmi. 

Approved: 

J.  W.  I^SONARD, 

General  Superintendent. 


Tbc  Oikago  &  Atton  Railroad  Company, 

^t,  ^  ^    ,  Bloomington,  ItL.,  June  i,  1895, 

All  Officers  and  Employes :  1  ^         1  ^ 

Beginning  June  i,  1895,  the  practice  of  suspending  employes  on  ac- 
count of  shortcomings  will  be  discontinued. 

Records  will  be  carefully  kept  in  detail  by  the  heads  of  each  depart- 
ment, showing  the  service  of  each  employe,  whether  good  or  bad.  These 
records  shall  be  confidential,  as  between  the  company  and  each  individual 
employe;  that  is,  any  employe  may  be  shown  his  individual  record  at  any 
time  he  may  desire  to  examine  it,  but  he  may  not,  under  any  circum- 
stances, be  shown  the  record  of  another  employe. 

When  the  individual  record  shall  show  an  employe  to  be  careless, 
indiflferent  or  incompetent,  to  the  detriment  of  the  company's  interests, 
such  employe  wM  be  permanently  removed  from  the  service.  The  re- 
moval, however,  shaU  not  take  place  until  the  record  shaU  have  been  sub- 
mitted to,  and  such  action  approved  by,  the  general  superintendent. 

Bach  empl<^  will  be  notified  promptly  of  all  entries  made  in  the 
record  book  opposite  his  name. 

All  employes  start  with  a  clear  record  on  June  i,  1895. 

In  the  promotion  of  employes,  their  previous  record  wiU  be  carefully 
ccmsidered. 

When  an  employe  performs  an  especially  merltorioas  act,  it  is  dedra- 
ble  that  the  same  shall  be  put  upon  the  record. 

Sach  subordinate  officer  is  cautioned  and  urged  to  see  that  informa* 
tion  necessary  to  the  proper  keeping  of  the  record  of  each  individual  is 
promptly  fcnrwarded  to  the  head  of  his  department 

Approved:  WHAIS  «.  GRAY, 

C  H,  CHAPPSI^:^  General  SupeHntendeni. 

Vtce-Presideni  andGenermi  Manetger* 


28 


Boston  &  Maine  Railroads 

Boston,  February. is,  1896. 

Commenring  March  i,  the  enforcement  oi  discipline  by  suspension 
will  be  discontinued. 

I.  Heads  of  departments  will  keep  a  record  of  the  service  rendered 
hy  each  person  in  their  respective  departments,  and  whenever  the  record 
of  any  is  so  generally  nnsatis&ctory  as  to  unfit  him  for  further  service^ 
dismissal  will  follow. 

3.  Bach  person  employed  will  be  notified  promptly  of  nnfavomble 
entries  made  in  the  record  book  oppmite  his  name.  He  will,  upon  request,, 
be  shown  his  record  at  any  time,  but  will  not  be  permitted  to  see  the  record 
t>f  another  person. 

3*  Bulletins  showing  each  case  of  discipline,  omitting  name,  date^ 
train  and  location,  but  containing  facts  and  conclusions  and  such  comment 
as  is  applicable,  will  be  issued  from  time  to  time  if  considered  necessary. 

4.  Dishonesty,  intemperance,  disloyalty,  insubordination,  incivility, 
wilful  negligence,  incompetency  or  other  disobedience  of  the  company's 
roles  will  be  considered  sufficient  cause  for  dismissal. 

5.  In  the  promotion  of  employes  their  previous  records  will  be  care- 
fully considered. 

6.  Subordinate  officers  will  see  that  information  necessary  to  the 
proper  keeping  of  the  record  of  each  individual  is  promptly  forwarded  to 

the  head  of  his  department. 

The  objects  to  be  attained  under  the  new  system  are  : 

First,  To  avoid  loss  of  wages  by  persons  employed  and  consequent 
SufiTering  to  those  who  are  dependent  upon  their  earnings. 

Second,  to  stimulate  and  encourage  all  persons  engaged  in  company's 
service  in  the  faithful  and  intelligent  performance  of  their  respective  duties. 

This  system  is  introduced  with  the  belief  that  it  will  be  directly  bene- 
ficial and  that  it  will  meet  with  the  approval  and  cordial  co-operation  of  all 
concerned. 

T.  A.  MACKINNON, 

First  Vice-President. 


Qucagp,  Rock  Island  &  Pacific  Railway  Gxtnpany* 

Chicago,  September  1896. 

Effective  October  /,  i8g6,  and  applicable  to  Engineers^  Firemen^  Conductors^ 
Train  Baggagemen^  Brakemen^  Flagmen^  Porters^  Yard  MasierSt  Yard 
Foremen^  Switchmen  and  Telegraph  Operators, 

With  a  view  of  reducing  suspensions,  and  at  the  same  time  of  disci- 
plining employes^  on  their  individual  performance,  a  record  will  be  kept 
of  each  employe,  showing  his  shortcomings,  neglect  of  duty,  violation  of 
rules,  bad  conduct,  etc.,  and  at  the  same  time  a  similar  record  of  commen- 
dable service,  economical  performance,  excellent  conduct,  valuable  sugges- 
tions, and  all  exceptionally  good  acts  which  show  to  establish  the  record 
of  a  first-class  conscientious  employe. 

Employes  will,  as  heretofore,  be  discharged  for  drunkenness  (either 
on  or  off  duty) ;  for  drinking  intoxicating  liquors  on  duty,  for  frequenting 
saloons  or  other  places  of  low  resort ;  for  incompetency,  dishonesty  and  in- 
subordination ;  and  for  other  serious  offences* 

One  demerit  mark  will  be  assessed  in  each  case,  representing  one 
day's  suspension  under  the  former  system,  except  that  for  a  repetition  of 
'the  same  oflfence  additicmal  demerit  marks  may  be  ac^ssed.  'BfixSx  person 
will  be  entitled  to  sixty-five  demerit  marks  before  dimiasal.  For  every 
twelve  consecutive  months'  perfect  service,  free  from  demerit  marks,  a 
credit  of  twenty  matks  wiU  be  given  to  each  employe.  No'<credit  will  be 
Allowed  for  less  than  twelve  consecutive  months' service. 

Sach  emplc^e  win  be  notified  of  «11  aotries  made  against  hfoii»  and  in 
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order  that  all  may  profit  by  the  experience  of  others,  advisory  bulletins 
vdll  be  issued  from  time  to  time,  showing  the  action  taken  with  parties  at 
feult  for  accidents,  neglect  of  duty,  etc.,  omitting  names  of  offenders. 

By  adopting  this  method  we  hope  to  encourage  good  men,  improve  the 
service  of  fairly  good  employes,  and  drop  from  the  rolls  employes  who  are 
habitually  careless,  and  indifferent  to  the  company»s  best  interests. 

All  employes  affected  by  this  rule  start  with  a  clean  record  on  the 
above  date,  except  that  when  subsequent  records  shall  show  that  past 
oflfences  are  being  repeated,  the  persons  concerned  may  be  summarily 
dealt  with,  or  given  double  marks,  as  the  case  may  merit 

GBO.  F.  Wn^N, 
w.  J.  ALI^EN,  su^.  MoUve  Hmer  and  Bqmipmiemi. 

Assistant  General  Manager. 


Detroit^  Lansing  &  Norfbem  Railroad. 
Chicago  &  ^est  Midiigan  Railroad. 

To  better  promote  the  interests  of  these  lines,  a  diange  in  the  present 
m^hod  <rf disdpUnin^  its  employes  will  go  into  ^Octit  AprU  i,  1896. 

1.  Heads  of  departmenU  win  keep  a  record  of  the  service  rendered 
by  each  person  in  their  respectiTe  departments,  and  wheneror  the  recotd 
of  any  one  is  so  generally  unsati^u:tory  as  to  unfit  him  for  further  service, 
dismissal  will  follow. 

2.  Under  this  newsystem,  acertain  number  of  marks  will  be  entered 
against  the  record  of  an  empioye  for  a  viohition  of  rules  or  caxelessness,  in- 
stead of  a  suspension  or  fine,  as  formaUy  imposed.  For  a  repetition  of  any 
offence,  double  the  number  of  marks  will  be  entered. 

3.  For  every  twelve  consecutive  months  of  service  free  from  demerit 
marks,  or  free  from  necessity  for  imposing  a  reprimand,  ten  marks  will 
be  deducted  from  any  that  may  have  been  previously  entered  against  an 
employees  record. 

4.  When  sixty  marks  are  entered  i^inst  the  record  of  a^  employe* 

his  services  will  be  dispensed  with. 

5.  Dishonesty,  intemperance,  disloyalty,  insubordination,  incivility, 
wilful  negligence,  incompetency,  or  disobedience  of  the  company's  rules 
will  be  considered  a  sufficient  cause  for  immediate  dismissal. 

6.  All  employes  affected  by  this  change  will  b^tn  with  a  clear  record 

on  April  i,  1896. 

7.  In  imposing  demerit  marks,  as  well  as  in  promoting  employes^ 

their  previous  records  will  be  carefully  considered. 

^  8.  Each  employe  will  be  notified  promptly  of  all  unfavorable  entries 
against  him,  and  he  will  be  permitted  to  examine  his  record  at  any  time 
upon  application. 

9.  Kach  employe  will  be  afforded  an  opportunity  for  appealingagainst 
any  decision ;  but  such  appeal  must  be  made  in  writing  within  ten  days 
after  receipt  of  notice. 

10.  When  employes  are  required  to  attend  investigations,  they  will 
not  be  allowed  the  time  they  are  thus  withdrawn  from  the  service,  should 
they  be  fidund  responsible  in  any  degree. 

11.  Bulletins,  showing  each  case  of  discipline,  omitting  the  name, 
date,  train  and  location,  but  containing  facts,  conclusions,  and  such  com- 
ment as  is  applicable,  will  be  issued  when  necessary. 

12.  The  ^stem  is  introduced,  not  with  the  intention  of  relaxing  dis- 
cipline, but  rather  to  enforce  stricter  observance  of  existing  rules  and 
tqrolatiotts ;  and  with  the  bdief  that  it  will  be  benefidal  to  and  meet  with 
the  hewty  cooperatkm  of  aU  concerned, 

J.  K.  V.  AGNEW, 
CHAS.  M.  HEALD,  General  SuperintendmU 

Receiver. 
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Missottrit  Kansas  &  Texas  Railway  Gmipany. 

St.  i^TTxa,  Mo.,  July  25,  1896. 

All  Officers  and  Employes,  Operating:  Department : 

The  practice  of  enforcing  discipline  by  suspension  will  be  discon- 
tinued. 

Heads  of  departments  will  keep  a  record  in  detail  of  the  service  ren- 
dered by  each  employe  in  their  respective  departments,  and  whenever  the 
record  of  any  is  considered  so  generally  unsatisfactory  as  to  unfit  him  for 
further  service,  dismissal  will  follow.  Each  subordinate  official  will  see 
that  information  necessary  to  the  proper  keeping  of  the  records  of  each 
individual  is  promptly  forwarded  to  the  head  of  his  department. 

Dishonesty,  intemperance,  disloyalty,  insubordination,  incivility, 
wilful  negligence,  incompetency,  or  disobedience  of  other  rules  of  the 
company  will  be  considered  sufficient  cause  for  dismissal. 

Each  employe  will  be  notified  promptly  of  unfavorable  entries  made 
against  his  record,  but  will  not  be  permitted  to  see  the  record  of  any  other 
person.  These  records  shall  be  confidential  as  between  the  company  and 
each  individual  employe. 

Bulletins  showing  each  case  of  discipline,  omitting  name,  date,  train, 
and  location,  but  containing  fiicts,  conclusions  and  such  comments  as  are 
applicable,  will  be  issued  from  time  to  time  if  considered  necessary. 

In  the  promotion  tS  employes,  their  previous  record  will  be  carefully 
coniddered. 

When  an  employe  performs  an  eq>ecially  meritorious  act,  it  is  desira- 
hle  that  an  entry  of  the  same  be  made  on  his  record. 
The  otjects  to  be  attained  under  this  system  are : 

1.  To  avoid  loss  of  wages  by  empl<9es  and  consequent  inconvenience 
or  sufieting  to  those  who  are  dependent  upon  their  earnings. 

2.  To  stimulate  and  encourage  all  employes  in  the  faithful  and  Intel* 
ligent  performance  of  their  respective  duties. 

This  Intern  is  introduced  in  the  belief  that  it  wiU  be  direct^  bene- 
ficial, and  that  it  win  meet  with  the  approval  of  all  concerned. 

A.  A.  AI^I^ISN, 

THOS.  C.  PURDY,  Asnsiani  General  Manager. 

Vice^PtesideHi  and  Getteral  Manager, 


Kansas  Qty,  Fort  Scott  &  Memphis  Railroad  Company* 
Kansas  Gty^  Clinton  &  Sprin^ield  Railway  G)mpany* 
Cutreat  River  Railroad  Gmipany* 

Kansas  City,  Mo.,  September  36,  1895. 

JVoltce  to  Enginemen,  Trainmen  and  Switchmen  : 

Beginning  October  i,  1895,  a  system  of  marks  will  be  used  instead  of 
the  present  system  of  suspending  for  carelessness  or  neglect  of  duty, 
except  that : 

Employes  will,  as  heretofore,  be  discharged  for  drunkenness,  either 
on  or  off  duty;  for  drinking  intoxicating  liquors  on  duty  ;  for  frequenting 
saloons,  or  other  places  of  low  resort ;  for  incompetency ;  for  dishonesty, 
and  for  other  serious  offences. 

And  suspension  will  be  imposed  when  the  hea:l  of  department  deems 
disciplining  by  marks  unsuitable  to  the  case  or  to  the  individual. 

Where  a  suspension  of  ten  days  was  formerly  given,  ten  marks  will 
be  assessed,  save  for  the  repetition  of  the  same  offence,  additional  .marks 
may  be  given.  Kach  person  will  be  entitled  to  sixty  marks  before  dis* 
missal.  For  every  twelve  consecutive  months'  service,  free  from  demerit 
marks,  twenty  marks  will  be  deducted  from  any  that  may  have  previously 
been  entered  against  a  person's  record.  No  deductions  will  be.  made  for 
less  than  twelve  consecutive  months'  perfect  record.  Bach  offender  will 
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be  given  notice  of  all  marks  assessed,  and  when  the  head  of  the  depart- 
ment deems  it  advisable,  the  offence  and  punishment  aaseaaed  will  be  bul- 
letined, omitting  names  of  offenders. 

All  parties  affected  by  this  notice  start  with  a  clear  record  on  the 

above  date,  save  that  where  the  future  records  of  parties  concerned  shall 
show  that  past  offences  are  being  repeated,  and  that  former  considera- 
tion for  theoffender  has  not  brought  about  the  desired  result,  the  person 
concerned  may  be  summarily  dealt  with,  or  given  double  marks,  as  the 
case  may  merit. 

On  account  of  the  liberal  allowance  of  marks  given  under  this  new 
system,  we  shall  expect  a  more  prompt  response  to  the  various  rules  and 
bulletin  orders.  It  is  not  the  intention  by  this  change  to  relax  discipline, 
but  to  enforce  more  fully  the  observance  of  existing  rules.  The  system 
of  reward  for  satisfactory  service  will  give  opportunity  for  rectifying  past 
errors,  which  we  think  will  be  appreciated. 

J.  H.  EMMORT, 

■  W.  A.  NETTLETON,  SuperinUndeni.  . 

Superintendent  M,  P.  df  M, 

Tht  Wabask  Railroad  Company* 

Superintendent's  Office^  Western  Division. 

MOBBRLT,  Mo,,  March  31,  1896. 

With  the  view  of  reducing  suspensions,  and,  at  the  same  time,  to  dis- 
cipline each  and  every  west  division  employe  on  their  individual  perform- 
ance, a  record  will  be  kept  of  each  man,  showing  their  shortcomings, 
neglect  of  duty,  violation  of  rules,  bad  conduct,  failure  to  move  promptly, 
etc.,  and,  at  the  same  time,  a  similar  credit  record  of  commendable  service, 
excellent  conduct,  valuable  suggestions,  aud,  in  fact,  all  exceptionally  good 
acts  which  go  to  establish  a  record  of  a  first-class,  conscientious  employe. 
Credit  will  also  be  given  when  employes  work  a  certain  number  of  months 
without  having  a  failure  charged  against  them  in  the  record  book. 

In  order  that  all  employes  may  profit  by  the  experience  of  others, 
advisory  bulletins  wiU  be  issued  from  time  to  time,  showing  action  taken 
with  party  at  fanlt  for  accidents,  neglect  of  duty,  etc.,  without  mentioning 
names,  locations,  or  dates. 

By  adopting  this  method,  we  hope  to  encourage  good  men,  improve 
the  service  of  fidrly  good  employes,  and  drop  from  the  rolls  the  men  who 
are  habitually  careless  and  indifferent  to  the  company's  be^  interests. 

Didoyalty,  dishonesty,  intemperance,  insubordination,  wilful  negli- 
gence, making  false  reports  or  statements,  and  concealing  facts  concerning 
matters  under  investigation,  are  disbhargeable  c^ences,  requiring  prompt 
action  to  maintain  employe's  discipline  and  the  confidence  of  the  Wabash 
Railroad's  patrons. 

W.  A.  GARRBTT, 

Superintendent. 

Plant  System* 

First  Division^  Office  of  Superintendent, 

Charleston,  S.  C,  May  4,  1896. 

The  management  desires  to  try  in  the  transportation  department  on 
the  first  division  of  the  Plant  System,  the  plan  of  discipline  which  has 
already  been  put  into  successful  operation  on  other  railway  systems  in  the 

United  States. 

The  co-operation  of  all  officials  is  invoked  in  this  effort  to  govern  by 
a  system  of  rewards  rather  than  punishment.  In  order  that  the  plan  may 
have  a  fair  trial,  its  features  should  be  explained  to  all  desiring  informa- 
tion, so  that  all  ambitious  of  advancement  and  recognition  may  enjoy 
its  benefits. 

Commencing  with  June  i,  1896,  the  punishment  of  employes  in  train 
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•ervice,  including  enginemen,  firemen,  conductors,  brakemen  and  switch- 
men, by  suspension  from  duty  with  loss  of  time,  will  be  abandoned,  and 
thereafter  punishment  for  neglect  of  duty,  violation  of  rules  and  bad  con- 
duct shall  be  by  reprimand,  book  suspension,  or  dismissal  from  the  service. 
The  present  method  of  investigation  by  board  of  inquiry  will  be  continued; 
but,  instead  of  the  actual  suspension  of  employes,  a  bulletin  will  be  issued 
covering  each  case  of  discipline,  omitting  the  name,  date,  train  and  loca- 
tion, but  showing  the  punishment  inflicted,  together  with  the  expense 
caused  the  company  by  the  carelessness  or  failure  to  observe  the  rules,  and 
a  copy  of  same  will  be  sent  to  the  employe  i  t  fault.  A  complete  record  of 
all  employes  will  be  kept  and  all  discipline  imposed  will  be  shown  thereon, 
and  credit  given  for  excellent  conduct,  deeds  of  heroism,  loyalty,  etc.,  and 
these  credits  will  be  given  full  consideration  in  connection  with  the 
charges  entered  against  employes.  It  will  be  understood  that  disloyalty, 
dishonesty,  intemperance,  insubordination,  wilful  negligence,  making 
&lse  reports  or  statements,  or  concealing  facts  surrounding  matters  under 
investigation,  will  be  considered  as  dischargeable  offenses. 

The  objects  to  be  obtained  under  the  new  system  are : 

I^rsi^  To  avoid  loss  of  time  to  employes,  and  consequent  possible  suf- 
fering to  those  who  may  be  dependent  npon  their  earnings. 

Second^  That  all  may  become  acquainted  with  every  case  for  which 
discipline  is  imposed,  and  learn  something  from  the  feilnre  of  others. 

7%ird,  To  enoonmge  and  stimulate  all  employes  to  co-operate  with 
the  cheers  in  all  matters  tending  to  produce  efficiency,  and  thereby  secure 
better  service. 

This  system  is  introduced  with  the  belief  that  it  will  meet  with  the 
approval  of  all  ccmcemed,  and  be  directly  beneficial;  and  the  cordial  co- 
operation of  all  employes  is  desired  to  make  it  an  unqualified  sncceflts  as 
compared  with  the  system  heretofore  prevailing. 

Approved:  C  A.  GODSDIN, 

W.  J.  HAYI^OW,  Superintendent. 
Superintendent  Transparktti&n. 


Nccfolk  &  ScNitlicm  Raibosui  Company# 

Por  the  purpose  of  providing  a  more  perfect  record  of  the  perfor- 
mance of  duty  by  the  employes  named  below,  and  to  create  among  them 
entire  confidence  in  the  wishes  and  purposes  of  the  management  to  make 
such  reeord  a  fidr  and  just  one,  and  further  to  acquaint  them  with  an  cases 
of  discipline,  the  following  described  syirtem  of  disc^line  will  be  adopted 
to  take  effect  July  i,  1896. 

A  record  of  each  emplc^e  shall  be  kept  in  a  book  in  the  office  of  the 
general  manager.  On  one  side  shall  be  entered  demerit  marks  for  neglect 
or  violation  of  rules  and  orders  and  misconduct ;  on  the  other  side  shall  be 
entered  merit  marks  for  good  work,  showing  the  desire  to  further  the  in- 
terest of  the  company,  and  for  acts  of  loyalty  and  heroism.  This  book 
shall  be  sut^ect  to  the  inspection  of  any  employe  as  to  his  own  record  in 
it,  but  he  may  not  see  that  of  another  employe. 

Each  case  of  neglect  of  duty,  violation  of  rules  and  orders,  or  other 
misconduct  shall  be  investigated  by  the  head  of  the  department  concerned 
and  then  referred  with  the  evidence  to  the  board  of  discipline,  which  shall 
determine  the  punishment  to  be  inflicted.  This  board  shall  consist  of  the 
general  manager  and  two  heads  of  departments,  one  of  whom  shall  be  of 
the  department  in  which  the  employe  whose  case  is  under  consideration  is 
employed.  Dishonesty,  intemperance,  insubordination,  wilful  negli- 
gence, false  reports  and  concealing  information  about  facts  under  inquiry, 
shall  be  deemed  cause  for  dismissal.  The  board  may  investigate  for  itself 
any  case  already  examined  by  heads  of  departments,  and  the  general 
manager  may  in  his  discretion  increase  or  diminish  the  punishment 
awarded  by  the  board. 

After  each  case  has  been  determined,  the  circumstances  shall  be  de- 
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scribed,  omitting  such  as  would  identify  the  employe,  which  together  witk 
the  costs  involved,  if  any,  shall  be  posted  upon  bulletin  boards,  and  a  copy 
of  the  notice  shall  be  enclosed  in  an  envelope  and  sent  to  the  employe 
himself,  who  will  in  like  manner  be  informed  of  merit  marks.  When  the 
notice  relates  to  an  employe  of  a  class  which  does  not  have  access  to  bulle- 
tin boards,  then  a  copy  shall  be  sent  to  each  member  of  such  class. 

The  system  of  discipline  will  be  applied  to  the  following  employes: 

Station  agents,  enginemen,  baggage  masters,  flagmen,  firemen,  con- 
ductors, section  firemen,  bridge  tenders,  pumpers,  steamboat  masters  and 
steamboat  engineers  and  mates. 

In  order  to  secure  the  laigest  and  best  results  of  the  system  of  disci- 
pline, and  thereby  elevate  the  efficiency  of  service  among  employes,  merit 
marks  shall  have  a  greater  influence  upon  the  record  than  demerits  at  the 
rate  of  five  to  one;  that  is,  one  merit  mark  on  the  credit  side  of  an  em- 
ploye's record  shall  cancel  Ave  demerits  on  the  other  side. 

It  is  desirable  to  continue  the  present  payment  of  premiums  as  far  as 
practicable.  For  this  purpose  the  following  premiums  shall  be  paid  to 
such  employe  of  the  several  classes,  as  shall  have  no  demerit  marks  upon 
his  record,  and  an  unincumbered  credit  of  five  merit  marks  at  the  end  of 
each  six  months ;  and  a  continuous  service  of  four  months  shall  constitute 
eligibility  for  premiums. 

Station  agents  $25  00  Steamboat  masters .  •  •  $25  00 

Conductors  as  00  Steamboat  mates.  ...  1500 

Baggage  masters  •  »  •  .  15  00  Steamboat  engineers.  •  25  00 

Flagmen  15  00  Section  foremen  .  .  .  •  25  00 

Enginemen.  ......  25  00  Bridge  tenders  15  00 

Firemen   15  00  Pumpers  15  00 

The  board  of  discipline  shall  from  time  to  time  examine  the  record  of 
each  employe;  whenever  such  record  shall  indicate  a  detriment  to  the  seiv 
vice  of  the  company  by  the  continued  employment  of  such  an  employe  he 

shall  be  dismissed. 

The  system  of  discipline  shall  be  changed  whenever  it  is  desirable  for 
the  employes  or  the  company.  To  that  end  suggestions  and  criticisms  are 
invited  in  writing  addressed  to  the  heads  of  departments  or  to  the  board 
of  discipline. 

M.  H.  KING, 

General  Manager. 


The  Coltfmbusy  Hocking  Valley  &  Toledo  Railway  Company* 

CojiUMBOS,  Ohio,  July  25, 1896. 

AU  Employes:   Transportation^  Machinery^  Roadway  and  TeU^aph 
partmenis: 

Itfifecttve  August  15, 1896,  the  system  of  suspending  employes  for  minod: 
derelictions  of  duty  will  be  abolished,  and  a  credit  and  a  debit  system,  for 
gpod  or  bad  service,  inaugurated ;  allowing  accumulated  credits  to  offset 
debits,  when  possible. 

This  arrangement  is  Intended  to  give  continuous  employment  so  long 
as  services  of  employes  are  efficient  and  satis&ctory.  Records  will  be 
carefully  kept  in  the  offices  of  the  heads  of  the  respective  departments, 
showing  the  service  of  each  employe.  The  teoord  will  be  confidential  as 
between  the  company  and  each  individual  employe ;  that  is,  any  ^nploye 
may  be  shown  his  individual  reccwd  at  any  time  he  may  desire  to  examine 
11,  but  he  will  not  under  any  circumstances  be  shown  the  record  of 
another  employe. 

When  the  individual  record  shall  show  an  employe  to  be  careless,  in- 
different or  incompetent,  to  the  detriment  of  the  company's  interests,  such 
employe  shall  be  permanently  retired  from  the  service. 

Kach  employe  will  be  notified  of  all  entries  made  in  the  record  book 
opposite  his  name.  In  the  promotion  of  employes,  their  service  record 
will  be  carefully  considered.   When  an  employe  performs  an  espedaUy 
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meritorious  act,  it  will  be  made  a  matter  of  record  to  his  ct«dlt  Bach 
subordinate  oflKcer  is  cautioned  and  urged  to  see  that  the  information  neces- 
sary to  the  proper  keeping  of  each  individual  teoord  is  pTompOy  fonratded 
to  the  head  of  the  proper  department. 

Approved:  M.  S.  CONNORS, 

W.  A.  inLLS,  Superintendent. 
General  Manager.  8.  S.  STIFPBY, 

Master  Mechanic. 
WM.  MICHSI., 

Engr.  M.  of  Way. 

Cbicago  Gteat  'Vcstem  Railway^ 

7b  aU  Empioyes:  "^^^^^  ""^^^^ 

Beginning  October  i,  1895,  the  manner  of  extending  discipline  to  the 
employes  of  this  company  will  be  carried  out  on  the  following  plan : 

Actual  suspension  from  duty  will  not  be  enforced. 

An  account  of  the  service,  whether  good  or  bad,  of  each  employe,  will 
be  kept  in  detail,  and  each  employe  will  be  notified  personally  of  all  en- 
tries  in  the  record  book  opposite  his  name. 

Permanent  removal  from  the  service  will  follow  when  the  individual 
record  shall  show  an  employe  to  be  careless,  indifferent  or  incompetent,  to 
the  detriment  of  the  company*B  interest 

Due  consMeration  and  credit  will  be  given  employes  for  especially 
meritorious  acts,  and  for  periods  of  continuous  good  service.  In  the  pro- 
motion of  employes  their  previous  record  will  be  carefully  considered. 

It  is  hoped  that  abolishment  of  suspenrion  from  duty  may  encourage 
even  greater  care  and  watchfulness  where  the  company's  interests 
are  involved. 

Approved:  C,  SHIEI.DS, 

SAMUBI,  STICKNEY,  General  SuperinUndent, 

General  Manager. 


Minneapolis,  St.  Paul  &  Sault  Stc*  Marie  Railway  Company. 

Office  qfthe  Superintendent. 

Debit  and  Credit  System  for  Train  and 

Yardmen. 

MiNNEAPOws,  Minn,,  February  19,  1896. 

On  March  i,  i8q6  the  s^tem  of  suspending  trainmen  for 
minor  derelictions  of  duty  will  be  abandoned  and  in  its  place 
the  plan  of  giving  credits  for  good  service,  and  debits  for  bad ; 
allowing  the  accumulative  credits  to  ofiset  the  debits  when  pos- 
sible. This  arrangement  is  intended  to  give  ptfmanent  and 
continuous  employment  to  men  now  in  the  service.  It  is  homed 
that  other  good  results  may  develop  from  its  adoption.  The 
system  is  based  on  general  merit<mous  s«^ce»  with  eccellence 
in  the  following  special  directions : 

1.  Punctuality  of  trains  when  time  is  made  and  speed  limit 
is  not  exceeded. 

2.  Bconomy  in  the  use  of  train  supplies. 

3.  Promptness  in  making  reports,  answering  correspond* 
ence,  etc. 

4.  Freedom  from  damage  to  cars  and  property  while  switch- 
ing and  handling  way  freights. 

5.  Carrying  cars  by,  or  leaving  them  short  of  destination. 

6.  Freedom  from  sectional  collisions,  ( A  sectional  collision 
is  one  w  here  a  train  breaks  apart,  and  a  collision  of  the  several 
sections  occurs. ) 
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7.  Freedom  from  disagreements  with  other  employes  of  the 
company  while  in  discharge  of  their  duties. 

8.  Damage  to  persons  and  property  caused  by  rough  hand- 
ling of  trains. 

9.  Non-i^liation  with  labor  organizations  under  whose 
by-laws  strikes  can  occur. 

10.  An  act  of  heroism,  or  the  use  of  good  judgm^t  in  an 
emergency. 

11.  A  special  act  of  merit  or  loyalty  for  the  good  of  the 
service. 

Credits  cannot,  under  ordinary  circumstances,  apply  to 
damage  caused  by : 

1.  Incorrect  use  of  telegraph  train  order. 

2.  An  ignorance  of  current  book  or  time  table  rules, 
whereby  damage  to  persons  or  property  rranlts. 

3.  Intoxication  while  on  duty. 

4.  Rear  end  collisions,  whether  on  road  (when  properly 
signalled),  or  in  station  limits. 

5.  A  violation  of  the  rules  governing  any  movement  of 
trains  at  stations,  railway  crossings  or  draw-4>ridges. 

6.  Interference  with  or  dictation  to  any  employes  ( not  sub- 
ordinate to  trainmen)  as  to  the  performance  of  their  duty. 

7.  Dishonesty  or  conspiracy  prejudicial  to  the  revenue  of 
the  company  or  its  reputation. 

The  credit  account  will  be  inaugurated  as  follows : 

March  r,  1896,  all  conductors  and  brakemen  then  in  the 
service,  who  have  been  in  the  employ  two  years,  will  receive  a 
credit  of  sixty  days.  For  a  less  term  than  two  years,  a  propor- 
tionate credit  will  be  given,  and  for  each  year  of  good  service 
from  that  date  a  credit  of  thirty-five  days  will  be  given. 

Especiall}'  meritorious  service  will  procure  such  additional 
credits  as  the  management  may  decide.  When  a  conductor  or 
brakeman  becomes  subject  to  discipline,  his  credits  shall  be 
-decreased  to  the  extent  deemed  advisable. 

Each  conductor  or  brakeman  will  be  informed  in  writing 
the  number  of  days  he  may  receive  either  to  his  credit  or  debit, 
and  in  case  he  is  dissatisfied  with  the  ruling,  he  can  appeal, 
without  prejudice,  to  the  superintendent. 

The  record  books  will  be  kept  in  the  office  of  the  superin- 
tendent, and  each  employe,  whose  name  appears  therein,  will 
have  the  right,  at  any  time,  to  inspect  his  mdividual  record, 
but  not  the  record  of  any  other  employe. 

When,  by  reason  of  slack  business,  it  becomes  necessary  to 
reduce  the  force,  the  conductors  and  brakemen  with  the  best 
records  will  be  given  preference. 

Inasmuch  as  the  credit  and  debit  system  is  an  experiment, 
and  has  not  been  worked  to  a  conclusion,  it  is  subject  to  change 
whenever  it  bears  unjustly  on  employes  affected  by  it,  or  the 
company,  and  that,  so  far  as  practicable,  it  may  attain  perfec- 
tion, criticisms  and  suggestions  are  invited.  Th^  should  be 
made  in  writing  to  the  nead  of  the  department  conca-ned. 

F.  D.  UNDERWOOD,  E.  PENNINGTON, 

General  Manager.  Superintendent 

Wheeliog  &  Lake  Erie  Railway  Gmipany* 

TOX«BDO  B£]UT  RAILWAY. 

Toi^SDO,  Omo,  January  26, 1895. 

G.  R.  Brown,  Esq.,  General  Supt.  Fall  Brook  Railway. 

My  Dear  Sir: — V<x  yoor  private  infidrmaticm  I  hand  yon 
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copy  of  instructions  to  be  issued,  in  regard  to  which  your  origi- 
nal article  had  its  influence.  Thinking  the  same  might  be  of 
interest  to  you,  I  am, 

Sincerely  yours, 

C.  A.  WII^ON. 


Circular  No.  j6. 
The  Whet&ng  &  Lake  Erie  Railway  Company* 

Operating  Department. 
Office  of  the  General  Superintendent. 

Toi^EDO,  Ob^o,  February  i,  1895. 

Instructions  as  to  Rbgui^/ltion  of  Kmpi/>yqs. 

To  Heads  0/ Departments  : 

DISClPIrlNS. 

Discipline  should  be  by  fines,  suspension  or  record ;  ex- 
treme punishment  by  dismissal. 

Punishment  by  fine  is  deprecated.  It  is,  however,  admitted 
that  there  are  cases  which  cannot  otherwise  be  reached,  on  ac- 
count of  the  charact^  of  the  man  and  of  the  offence.  Fines 
should  not  be  used,  except  small  ones  for  minor  offences — such 
as  failure  to  make  proper  reports,  failure  to  regard  the  use  of 
telegraph  wires  under  the  rules,  failure  to  properly  use  switch 
keys,  etc. 

Punishment  by  suspension  should  also  be  used  as  sparingly 
as  possible,  and  is  ap]plicable  to  that  class  of  help  which  can  be 
temporarily  spared  without  detriment  to  the  service.  During 
the  period  of  suspension,  the  employe  will  not  be  extended  any 
privileges  by  the  company.  If  he  has  a  pass  it  should  be  taken 
up,  otherwise  the  suspension  partakes  of  the  nature  of  a  vacation. 

Punishment  by  the  record  and  advisory  bulletin.  The  neg- 
ligence, failure  in  duty,  etc.,  of  employes  must  be  recorded,  and 
while  neither  fines  or  suspension  may  be  applied  in  every  in-  * 
stance,  the  record  will  always  be  made  of  such  negligence,  and 
will  be  in  itself  a  punishment,  as  by  it  an  employe  may  even- 
tually subject  himself  to  dismissal. 

The  advisory  bulletins  are  more  educational  than  disci- 
plinary. When  used  as  disciplinary,  should  take  the  place  of 
a  reprimand.  Punishment  by  dismissal  should  always  be  de- 
liberate and  from  well  founded  causes,  and,  as  a  rule,  final  and 
conclusive. 

The  method  indicated  above  should  be  used  by  all  depart-  r 
ment  heads  reporting  to  the  general  superintendent,  and  should 
cover  discipline  for  violation  of  existing  rules  or  instructions, 
whether  resulting  in  casualties  or  not. 

The  head  of  each  department  may  exercise  his  own  discre- 
tion in  applying  discipline,  as  to  the  method  or  the  measure, 
as  regards  those  over  whom  he  has  jurisdiction,  as  referred  to 
in  these  instructions. 

RECORDS. 

The  superintendent  of  transportation  will  keep  a  record  of 
all  employes  over  whom  he  has  jurisdiction,  such  as  engine- 
men,  firemen,  trainmen,  train  dispatchers,  telegraph  operators, 
levermen,  etc.  Records  should  show  history  of  the  employe 
from  form  429,  and,  following  this,  whatever  occurs  regarding 
the  employe,  either  for  or  against  him,  as  may  be  shown  by  re- 
ports or  conclusions  reached  as  to  derelictions  of  duty  or  com- 
mendable acts  brought  to  the  attention  of  the  superintendent 
of  trimsportation.   The  general  superintendent  to  be  furnished 
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with  memoranda  which  constitntes  the  rec<»xl  of  all  men  except 

brakemen,. 

The  ennneer  maintenance  of  way  to  keep  a  record  of  his 
foremen  omy^  showing  the  same  as  outlined  above  as  to  super- 
intendent of  transportation.  The  road  masters  and  superin- 
tendent of  bridges  to  keep  a  duplicate  record. 

The  master  car  builder  to  keep  a  record  of  what  men  he 
desires  in  his  department,  but  it  should  include  all  inspectors 
and  foremen,  and  the  general  superintendent  will  keep  a  copy 
of  the  record  of  inspectors  and  foremen  of  car  repairers,  outside 
of  shops,  from  memoranda  furnished  by  the  master  car  builder. 

Master  mechanic  to  keep  a  record  of  all  men  in  his  depart- 
ment, including  enginemen  and  firemen.  To  furnish  the  super- 
intendent of  transportation  information  as  to  shortcomings  or 
commendable  acts  of  enginemen  and  firemen  as  to  matters  upon 
which  they  report  to  the  master  mechanic,  and  vice  versa,  and 
the  superintendent  of  transportation  will  furnish  the  master 
mechanic  information  about  the  doings  of  these  men  when  re- 
porting to  the  superintendent  of  transportation,  so  that  each 
may  have  a  complete  record  of  joint  men.  The  general  super- 
intendent will  be  furnished  with  memoranda  in  regard  to  en- 
ginemen, firemen,  round  house  foremen  and  hostlers. ' 

ADVISORY  BUI.I,ETINS. 

Advisory  bulletins  will  be  issued  for  the  purpose  above 
indicated  —  educational  and  disciplinary,  and  may,  in  the  dis- 
cretion of  the  head  of  the  department,  take  the  place  of  other 
discipline,  but  should  be  used  educationally,  even  in  absence 
of  corrective  application. 

The  names  of  employes  will  not  be  used  in  these  bulletins. 
They  should  include  conclusions  of,  and  advice  from  the  head 
of  the  department  reglative  to  derelictions  of  duty  or  commen- 
dable acts. 

All  bulletins,  before  posting,  will  be  submitted  to  the  gen- 
eral superintendent  and  receive  his  endorsement.  The  super- 
intendent of  transportation  will  compile  and  issue  bulletins 
relative  to  employes  who  may  be  engaged  in  the  work  of  trans- 
porting freight  and  passengers.  The  engineer  maintenance  of 
way  relative  to  employes  engaged  in  the  maintenance  of  way 
and  structures.  The  master  car  builder  relative  to  employes 
engaged  in  the  maintenance  and  inspection  of  car  equipment. 
The  master  mechanic  relative  to  employes  who  may  be  engaged 
in  the  care  and  maintenance  of  motive  power.  Bulletins  will 
he  posted  by  the  superintendent  of  transportation  and  engineer 
maintenance  of  way  upon  special  bulletin  boards  placed  at  des^ 
ignated  stations.  By  the  master  car  builder  ana  the  master 
mechanic  at  bulletin  boards  erected  at  shops  or  engine  houses, 
other  similar  bulletin  boards  being  open  to  their  bulletins  if 
desired. 

APPWCATION  OF  DISCIPWNE  AND  PUNISHMENT. 

Train  masters,  road  masters  and  foremen  should  have  the 
power  to  dismiss  and  discipline  the  men  reporting  to  them,  sub- 
ject to  the  approval  of  the  head  of  the  department.  Engine- 
men,  firemen,  conductors  and  foremen  should  not  be  dismissed 
without  the  approval  of  the  general  superintendent.  If  it  seems 
necessary  for  prompt  action,  the  men  can  be  suspended  from 
duty  and  payment  made  to  them  of  the  amount  due  them  for 
their  service,  and  the  question  of  his  permanent  dismissal  from 
^  the  service  of  the  company  held  open  for  approval. 

The  head  of  each  department  reporting  to  the  general  su- 
perintendent will  constitute  one  of  a  board.   Each  department 
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may  be  represented  a  deputy  in  the  absence  of  the  head. 
This  board  will  hold  its  meetings  at  the  office  of  the  general 
superintendent  every  Monday  afternoon  of  each  week.  Bach 
department  can  be  represented  by  its  head  or  deputy.  In  ^ 
the  absrace  of  the  general  superintendent,  where  me  meet- ' 
ing  for  reasons  cannot  be  postponed)  he  will  designate  a  chair- 
man in  his  place.  The  business  at  such  meetings  will  be  to 
discuss  and  pass  upon  questions  of  dismissal,  promotion,  and 
review  of  cases  upon  which  the  approval  of  the  general  super- 
intendent depends,  or  upon  questions  which  may  be  referred  to 
him  for  ruling,  and  for  discussion  and  disposition  of  questions  of 
mutual  ^terest  affecting  the  different  departments  which  may  be 
in  dispute  or  subject  to  question,  being  understood  that,  as  a  rule, 
the  recommendations  of  the  head  of  each  department  upon  ques- 
timia  immediately  a£fecting  that  department  will  be  endorsed. 

PROMOTIONS. 

Promotions  should  be  made  from  the  service  and  positions 
so  filled.  Seniority,  the  employe's  record,  his  habits,  character 
and  fitness  for  special  duties  to  be  performed,  should  always  be 
the  guide  in  making  promotions,  and  no  promotions  should  be 
made  except  on  the  approval  of  the  head  of  department,  exami- 
nation first  being  made  upon  the  above  lines.  As  a  rule,  only 
the  lowest  positions  should  be  filled  by  new  men ;  other  posi- 
tions should  be  filled  by  promotion.    (See  rule  605.) 

GENERAI.. 

In  the  above  regulations  it  should  be  expressly  understood 
that  it  is  not  intended  to  centralize  the  control  over  employes 
or  interfere  with  the  discretion  of  those  having  supervisory 
duties,  or  so  restrictive  as  to  interfere  with  good  service.  Fore- 
men and  others  responsible  for  the  proper  conduct  of  the  busi- 
ness and  results  should  have  full  control  of  the  men  directly 
under  them,  the  only  object  being  to  surround  those  who  have 
the  supervision  of  employes  by  helpful  assistance,  and  the  ad- 
vice of  those  competent  to  give  it  in  the  interest  of  broad  gov- 
ernment and  fair  play. 

I^OCATION  OF  BUr.I.ETlN  BOARDS. 

Advisory  bulletin  boards  will  be  erected  at  the  following 
stations:  Toledo,  Ironville,  Fremont,  Bellevue,  Norwalk  Yard, 
Huron,  I/>di,  Creston,  Columbia  yard  master's  office,  Valley 
Junction,  Somerdale,  Jewett,  Adena,  Warrenton,  Terminal  June-- 
tion  and  Steubenville ;  engine  house,  Ironville ;  engine  houses 
Columbia;  engine  house,  Norwalk;  Ironville  shops  3 ;  repair 
track,  Toledo;  Columbia  car  shops;  Yardman's  house,  Iron- 
ville ;  in  charge  of  the  agents  at  respective  stations.  Advisory 
bulletins  will  be  posted  for  fifteen  days  and  then  filed  in  a  book 
provided  for  the  purpose. 

The  above  regulations  will  take  effect  on  and  after  February 
1,1895, 

C.  A.  WILSON, 
General  Superintendent 

SL  Paul  &  Dttiuth  Railroad  Gmipany* 

Assistant  General  Manager's  Office. 

St.  Fauju,  Minn.,  December  21,  1S96. 
To  Officers  and  Employes: 

Transportation,  Roadway  and  Track,  Bridges  and  Buildings 
and  Telegraph  DefMUtments. 

X,  On  January  i,  1897,  the  system  of    discipline  by 
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record"  of  the  employes  of  this  company  employed  in  the 
above  departments  will  become  effective,  and  suspension  from 
duty,  with  consequent  loss  of  time,  will  be  discontinued. 
Discipline  wUl  be  maintained  by  reprimand,  charges  against  an 
employe's  record  or  by  dismissal  from  the  service.  For  this 
purpose  record  will  be  kept  in  detail  by  the  heads  of  depart- 
ments of  the  service  of  each  employe.  These  records  will  be 
confidential  as  between  the  company  and  each  individual  em- 
ploye, and  no  employe  will  be  shown  or  have  access  to  any  of 
such  records  exc^t  his  own. 

2.  Reprimanos  will  be  noted  upon  the  records  of  employes 
who  may  receive  the  same.  Instead  of  actual  suspension,  the 
employe  at  fault  will  be  allowed  to  continue  at  work,  as  many 
days  suspension  being  charged  against  his  record  as  the  misde- 
meanor may  warrant,  but  when  the  individual  record  of  an 
employe  shows  continued  carelessness,  intemperance  or  incom- 
petency, to  the  detriment  of  the  company's  interests,  he  will 
be  removed  from  the  service.  Each  employe  will  be  promptly 
notified  of  all  entries  made  in  his  record  against  him.  In  the 
promotion  of  employes,  their  records  will  be  carefully  con- 
sidered. Although  the  personal  records  of  employes  will  com- 
mence January  i,  1897,  it  is  believed  that  any  employe  who  has 
been  in  the  service  of  the  company  for  a  term  of  years  is 
entitled  to  the  benefits  of  a  meritorious  record  of  services  in  the 
past,  or  should  be  held  accountable  for  continued  acts  of  careless- 
ness or  incompetency  in  the  past ;  and,  therefore,  in  the  future 
in  considering  the  promotion  or  dismissal  of  an  employe  from 
the  service,  due  regard  will  be  given  to  his  record  of  the  past. 

3.  Record  bulletins  will  be  issued  by  the  heads  of  depart- 
ments from  time  to  time.  These  bulletins  will  be  educational. 
They  will  be  issued  for,  and  give  a  brief  account  of,  each  case 
that  has  resulted  in  discipline,  and  state  how  it  could  have  been 
avoided,  but  will  omit  all  reference  that  would  identify  the 
person  at  fault. 

4.  Acts  of  disloyalty,  dishonesty,  desertion,  intemperance, 
insubordination,  wilful  neglect,  gross  carelessness,  violation  of 
rules,  whereby  the  company's  property  is  endangered  or  de- 
stroyed, making  false  reports  or  statements,  or  concealing  facts 
concerning  matters  nnder  investigation,  will,  as  heretofore, 
subject  the  offender  to  summary  dismissal. 

5.  No  reprimand  or  charge  against  an  employe's  record  will 
be  noted  against  an  individual  record  without  notice  to  the  person 
affected,  and  an  opportunity  given  for  explanation  and  defense. 

6.  Subordinate  officers  are  cautioned  and  instructed  to  see 
that  information  necessary  to  the  proper  keeping  of  the  record 
of  each  individual  employe  is  pnmipUy  forwarded  to  the  head 
oi  hu  d^MUtment. 

Approved:  It.  S.  MII^LKR, 

A.  B.  SIvOUGH,  Asst.  Gen.  Manager. 

Vice-Pres.  and  Gen.  Manager. 

Order  No.  9, 
Maine  Central  Railroad  Company* 
Office  of  General  Manager. 

PoRlXAND,  Maine,  January  6,  1897. 

Operating  Department. 

Commencing  February  i,  the  enforcement  of  discipline  by 
suspension  will  be  discontinued. 

I.  H^uis  of  departmaita  will  keep  a  record  of  the  service 
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reudered  by  each  person  in  their  respective  departments,  and 
whenever  the  record  of  any  is  so  generally  unsatisfactory  as  to 
unfit  him  for  further  service,  dismissal  will  follow. 

2.  Each  person  employed  will  be  notified  promptly  of  un- 
favorable entries  made  in  the  record  book  opposite  his  name. 
He  will  upon  request  be  shown  his  record  at  any  time,  but  will 
not  be  permitted  to  see  the  record  of  another  person. 

3.  Bulletins  showing  each  case  of  discipline,  omitting  name, 
date,  train  and  location,  but  containing  facts  and  conclusions 
and  such  comments  as  is  applicable,  will  be  issued  from  time 
to  time,  if  considered  necessary. 

4.  Dishonesty,  intemperance,  disloyalty,  insubordination, 
incivility,  wilful  negligence;  incompetency  or  other  disobedience 
of  the  company's  rules  will  be  considered  suflSicient  cause  for 
dismissal. 

5.  In  the  promotion  of  employes  their  previous  records  wfll 
be  carefully  considered. 

6.  Subordinate  officers  will  see  that  information  necessary 
to  the  proper  keeping  of  the  record  of  each  individual  is 
promptly  forwarded  to  the  head  of  his  d^>artment 

The  objects  to  be  attained  under  the  new  system  are : 
Firsts  to  avoid  loss  of  wages  by  persons  employed  and 

consequent  suflfering  to  those  who  are  dependent  upon  their 

earnings. 

Second^  to  stimulate  and  encourage  all  persons  engaged  in 
company's  sa-vice  in  the  faithful  and  intdligent  p^cmnance 
of  their  req^ective  duties. 

This  system  is  introduced  with  the  belief  that  it  will  be 
directly  beneficial  and  that  it  will  meet  wiUi  ^  approval  and 
oordial  co-operation  of  all  concerned. 

GEO,  P.  EVANS, 

General  Manager. 


General  Order  No.  i. 

BoCtalo  and  Sosotidianna  Railroad  Comnanv* 

Operating  Department. 

Austin,  Pa.,  March  26,  1897, 

Commencing  April  i,  the  enforcement  of  discipline  by  sus- 
pension will  be  discontinued. 

1.  A  record  will  be  kept  of  the  service  rendered  by  each 
person  in  the  operating  department,  and  whenever  the  record 
of  any  employe  is  so  generally  unsatisfactory  as  to  unfit  him  for 
fhrther  service,  dismissal  will  follow. 

2.  Each  person  emj^loyed  ¥nlll  be  notified  promptly  of  un- 
favorable entries  made  m  the  recwd  book  opposite  his  name* 
He  will»  upon  request,  be  shown  his  record  at  any  time,  but 
irHUI  not  be  permitted  to  see  the  record  of  another  person. 

3.  Bulletins  showing  each  case  of  discipline,  omitting  name, 
date,  train  and  location,  but  containing  facts  and  conclusions, 
and  such  comment  as  is  applicable,  wiU  be  issued  from  time  to 
time  if  considered  necessary. 

4.  Dishonesty,  int^perance,  disloyalfy,  insubordination, 
incivilty,  wilful  negligence,  incompetency  or  other  disobedience 
of  the  company's  rules,  will  be  considered  sufficient  cause  for 
dismissal. 

5.  In  the  promotion  of  employes,  their  previous  records 
will  be  carefully  considered. 

6.  Persons  will  not  be  retained  in  the  service  who  know- 
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ingly  deceive  us  about  mishaps  on  the  road.   We  want  the  fecte 

in  every  matter,  and  we  want  them  at  first  hands. 

7.  The  records  of  employes  back  of  April  i,  1897,  will  not 

be  entirely  ignored,  but  will  be  kept  in  the  background  to  the 

extent  of  giving  everybody  fair  play. 

The  objects  to  be  attained  under  the  new  system  are : 
First,  To  avoid  loss  of  wages  by  persons  employed,  and 

consequent  suffering  to  those  who  are  dependent  upon  their 

earnings. 

Second,  To  stimulate  and  encourage  all  persons  engaged 
in  the  company's  service  in  the  faithful  and  intelligent  per- 
formance of  their  respective  duties. 

This  system  is  introduced  with  the  belief  that  it  will  be 
directly  beneficial,  and  that  it  will  meet  with  the  approval  and 
cordial  co-operation  of  all  concerned. 

Approved:  W.  C.  PARK, 

C.  W.  GOODYEAR,  Superintendent. 
General  Manager. 
W.  D.  BROWN, 
General  Master  Mechanic 


Circmiar  No.  r. 
Long  Island  Railroad  Company* 
General  Superintendent's  Office. 

Long  Isi^and  City,  N.  Y.,  January  20,  1897. 

The  enforcement  of  discipline  by  suspension  and  fines  will 

be  discontinued. 

A  record  of  the  service  rendered  by  each  employe  will  be 
carefully  kept,  Kach  person  will  be  chaiiged  with  deviations 
from  good  practice,  and  when  in  the  judgment  of  the  officera  of 
the  company,  the  record  of  an  employe  is  sufficiently  unsatb- 
factory  to  unfit  him  for  further  service,  dismissal  will  follow. 

Dishonesty,  intemperance,  disloyalty,  incivility,  wilful 
negligence,  incompetency  and  disobediMice  <rf  rules  be 
considered  sufticient  cause  for  dismissal. 

Each  employe's  record  will  be  shown  him  on  request,  but 
he  will  not  be  permitted  to  see  the  record  of  any  other  person. 
Each  person  employed  will  be  notified  promptly  of  any  unfav* 
orable  entries  made  in  the  record  book  opposite  his  name. 

Record  bulletin  notices  will  be  issued  from  time  to  time» 
as  may  be  necessary  in  the  interests  of  discipline. 

These  bulletins  will  contain  facts  and  conclusions,  and  only 
such  comment  as  is  applicable.  The  identity  of  the  men  will  be 
concealed  as  far  as  possible,  the  chief  object  being  educational. 

Subordinate  officers  will  see  that  information  necessary  for 
the  proper  keeping  of  the  record  of  each  individual  is  promptly 
fomraroed  to  this  office. 

^  Correspondence  is  invited  on  any  subject  of  mutual  concern 
which  will  improve  conditions  and  the  interests  of  the  Company. 

The  oWect  to  be  obtained  is : 

Ftrst^  To  avoid  loss  of  wages  by  employes  and  consequent 
suffering  to  those  who  are  dependent  upon  their  earnings. 

Seamdy  To  stimulate  and  encourage  all  persons  engaged  in 
the  company's  service  in  the  fdthful  and  intelligent  perfor- 
mance of  their  duties,  and  to  drop  from  die  rolls  those  who  are 
habitually  careless  and  indi£Eerent 

It  is  believed  that  tiiis  system  will  be  directly  beneficial^ 
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and  that  it  will  meet  with  the  approval  and  cordial  co-operation 
of  all  concerned. 

Approved:  W.  F.  POTTER, 

W.  H,  BALDWIN,  Jr.,  General  Superintendent 

President. 


Chicago  &  Noffb-Wcstem  Railway  Company. 

Office  of  the  Superintendent. 

OAZ^A  niVISZOK. 

Chicaco,  September  19,  1896. 

G.  R.  Brown,  General  Supt.  Fall  Brook  Ry.,  Coming,  N.  Y. 

Dear  Sir: — Replying  to  your  letter  of  the  i6th  inst.,  in 
reference  to  the  system  of  discipline,  I  adopted  the  system  of 
Discipline  without  Suspension,  May  i,  1895,  and  have  now  had 
it  in  operation  since  that  time.  My  method  of  installing  the 
system,  was  simply  to  take  the  first  case  that  offered  after  May  i, 
and  after  making  a  thorough  investigation  permit  the  delin- 
quent to  resume  work,  explaining  to  him  that  suspension  had 
been  dispensed  with,  that  a  record  would  be  made  of  his  offense, 
and  explained  how  essential  it  was  for  him  to  see  that  the  record 
was  kept  in  a  favorable  condition.  This  one  act  advertised  it 
very  thoroughly  among  the  balance  of  the  men,  so  that  no  cir- 
cular of  the  method  of  operation  was  issued. 

Our  plan  is  to  keep  a  book,  investigate  each  case  very  thor- 
oughly, taking  the  statements  of  all  parties  concerned,  have 
them  sign  their  statements,  and  then  locate  the  responsibility. 
If  it  is  a  case  where  ordinary  suspension  would  have  been  used, 
a  record  of  the  facts  is  briefly  entered  in  the  book.  The  party 
at  fault  is  notified  by  letter  summing  up  the  evidence  proving 
his  responsibility,  and  requested  to  receipt  in  writing  for  the 
notification.  When  that  receipt  is  received  it  is  attached  to  all 
the  papers  in  reference  to  the  case  and  they  are  all  properly 
filed  away,  so  that  they  can  be  found  at  a  moment's  notice  at 
any  future  time. 

This  procedure  has  a  tendency  to  impress  very  profoundly 
upon  the  employes  that  their  faults  have  been  made  the  most 
of,  and  the  records  are  made  in  such  a  manner  as  to  make  it 
impossible  to  go  behind  if  it  ever  should  become  advisable  to 
dismiss  them  on  account  of  unsatis&ctory  record. 

We  also  utilize  a  page  for  any  favorable  mention  ve  deem 
advisable  to  make  to  the  credit  of  an  employe.  If  any  meri- 
torious act  comes  to  our  notice  a  brief  mention  is  made  in  the 
book,  and  it  is  thoroughly  understood  by  our  men  that  if  a 
man's  name  is  ke^  off  the  debit  ^ge,  that  the  length  of  time  it 
does  not  appear  mil  also  be  con^dered  as  a  credit  in  summing 
up  his  totiu  record,  and  our  men  have  been  thoroughly  advised 
that  the  record  will  be  treated,  as  regards  its  final  disposition, 
in  this  way.  When,  in  the  opinion  of  the  superintendent,  a 
man's  record  would  indicate  that  he  was  unprofitable  as  an  em- 
ploye, and  that  any  future  attempt  to  make  a  better  man  of  him 
would  be  futile,  he  will  then  be  notified  that  we  cannot  retain 
him  any  longer  in  our  service,  and  he  will  have  to  make  room 
for  someone  else.  We  also  find  it  advisable  to  bulletin  all 
breaches  of  discipline  that  it  is  advisable  to  bring  to  the  atten- 
tion of  other  men  in  an  advisory  way,  but  no  mention  is  made 
(tf  munea  or  locations,  so  as  to  avoid  humiliating  the  offender  as 
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*  much  as  possible,  as  we  feel  nothing  can  be  gained  by  humil- 
ating  a  good  employe.  That  is  our  system,  pure  and  simple, 
and  we  find  that  we  are  getting  most  excellent  results,  and  I 
have  no  desire,  whatever,  to  return  to  the  old  system  of  suspen- 
sion, and  I  am  pleased  to  see  with  what  universal  success  your 
system  is  meeting  with  on  the  different  railroads. 

We  really  have  been  doing  that  sort  of  thing,  to  some  ex- 
tent, for  a  good  many  years,  but  not  as  thorougly  as  we  are  at 
present.  We  have  always  laid  great  stress  upon  a  man's  record 
when  it  became  necessary  to  suspend  him  or  discharge  him, 
but  our  system  was  so  imperfect,  in  regard  to  its  universal  bear- 
ings, as  to  make  it  very  unsatisfactory  to  the  men,  as  compared 
to  our  present  arrangement. 

The  other  roads  that  I  know  of  having  recently  adopted 
your  system  are  the  Southern  Pacific,  of  which  you  are,  of 
course,  advised ;  also,  the  Chicago  &  Eastern  Illmois.  This 
latter  company  adopted  the  system  of  discipline  without  suspen* 
sion  after  I  had  fully  explained  it  to  their  general  superinten- 
dent, although  I  presume  it  was  done  without  the  issuance  of 
any  cirqilars. 

Yours  truly, 

J.  C.  STUART, 

Superintendent. 

Office  of  George  H*  Lloyd»  Iron  and  Tin  Plate  Merchant  * 

BOOM  89,  MASOfir  B0ZUZNO. 

Boston,  January  7,  1S96. 
Gborge  R.  Brown,  Esq.,  General  Supt.^  Corning,  N.  V. 

Dear  Sir:  —  I  have  read  your  paper  in  the  current  number 
of  locomotive  Engineering  with  much  attention  and  a  great 
deal  <^  pleasure,  and  I  have  no  wish  to  take  up  your  time  except 
to  express  my  small  measure  of  approbation,  and  to  say  that  I 
think  you  deserve  the  thanks  of  every  man  in  the  United  States 
who  knows  railroad  men  and  their  common  t^age. 

I  am  not  of  that  calling  myself,  but  I  am  and  have  been 
intimately  acquainted  with  a  great  many  of  that  class,  from 
superintendents  down  to  firemen,  and  I  think  that  few  outside 
the  offices  of  the  general  managements  will  disagree  with  me 
when  I  add  that  it  is  a  wonder  to  find  a  man  in  power  who  can 
temper  justice  with  mercy,  and  whose  course  towards  those 
under  him  is  marked  with  respect  for  their  feelings  and  their 
welfare,  and  whose  methods  in  dealing  out  his  discipline  keep 
in  mind  that  the  offenders  are  always  human  beings. 

And  I  trust  that  success  in  your  profession,  the  respect  of 
your  own  employes,  and  that  of  the  general  public,  will  be 
always,  as  it  should  be,  your  constant  possession  and  satis&ction* 

Yours  respectfully, 

GEO.  H.  IvI^OYD. 


Office  of  George  H.  Lloyd^  Iron  and  Tin  Plate  Merchant* 

&OOIC  89,  KASOK  BmOLmHO. 

Boston,  December  3,  1896. 

Gborge  R.  Brown,  Esq.,  Qomi^^  N.  Y. 

Dear  Sir: — I  acknowledge  your  esteemed  letter  of  Novem- 
ber 28,  answer  to  which  has  been  deferred  to  await  the  arrival 
of  the  magazine,  which  I  have  not  yet  received.  It  will  be  wid- 
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GOtne  when  it  comes  as  a  friendly  offering  from  one  who  is,  per* 
sonally,  a  stranger  to  me,  but  who  has  my  great  respect  and 
esteem,  which  I  think  is  shared,  as  it  should  be,  by  everyone  in 
this  country  who  ha&  an  interest  in  the  welfare  of  railroad 
w<»rkingmen. 

As  for  myself,  and  my  proclivities  for  railroad  life,  I  desire 
to  say  to  you  in  strict  truth,  though  not  in  confidence,  that  I 
pulled  a  throttle  when  I  was  only  seven  years  old,  having  stolen 
mto  the  engine  house  of  the  old  B.  &  W.,  in  this  city,  at  night 
(there  were  no  watchmen  in  those  days),  I  climbed  to  the  foot- 
board of  the  old  ** Elephant,"  and  jerked  open  the  throttle  of 
that  engine,  Baldwinvail  and  Hufty.'-  until  I  had  backed  her 
down  against  the  door  and  cracked  the  same  in  two.  The  boys 
on  the  road  next  day  saw  no  joke  in  this,  and  I  don't  know 
that  you  will  see  any  now. 

From  that  day  to  this  I  have  known  many  and  many  rail- 
road men,  from  superintendents  down  to  switchmen.  I  have 
seen  those  among  the  former  who  know  how  to  treat  their  men 
well,  and  I  have  known  those  who  were  firmly  convinced  that 
the  only  success  in  governing  their  subordinates  was  by  curses, 
bad  names  and  harsh  treatment.  And  so  much  of  the  latter  have 
I  seen,  in  effect  as  well  as  in  cause,  as  to  be  satisfied  that  a  great 
deal  of  the  discontent,  always  ripe  for  action,  and  sometimes 
bringing  disaster  and  temporary  ruin  as  its  consequence,  is  due 
to  this  disposition  and  fashion  on  the  part  of  many  of  the  gov- 
erning class. 

Now,  I  am  not  disposed  to  trouble  you  with  a  long  letter, 
to  show  you  how  many  fine  things  I  can  set  down  here  with 
the  aid  of  my  skillful  typewriter,  but  I  am.  so  greatly  impressed 
with  tile  wisdom, — I  am  so  confident  that  its  extension,  which 
I  am  glad  to  see  taking  place,  will  tmng  with  it  so  mndi  good 
to  all  parties  concerned, — that  I  fain  would  tell  you  so,  and  to 
say  to  you,  my  dear  sir,  I  have  never  seen  you,  probably  I  never 
will  see  you,  but  across  the  distance  which  separates  us  I  shake 
you  by  the  hand,  and  add,  that  if  what  Edmund  Bnrke  an- 
nounced is  true,  ''that  he  is  a  benefactor  of  his  race  who  makes 
two  blades  of  grass  grow  where  one  grew  befwe,'*  how  much 
greater  benefactor  of  his  kind  is  he  who  substitutes  two  acts  of 
kindness  for  one  of  unforgiving  severity. 

I  am  afraid  that  this  speew  will  seem  stilted  to  you,  but  it 
is  the  frank  and  sincere  expression  of  the  opinion  I  have  had  of 
your  scheme,  and  its  originator,  ever  since  my  first  knowledge 
of  either.  And  I  desire  to  vdsh  you  all  good  thin^,  even  unto 
the  end.  Respectfully  signed, 

G.  H.  I,IX)YD. 


Office  of  George  H»  Uoyd,  Iron  and  Tin  Plate  MerchasiU 

ROOM  89,  XASON  BOUJOXHO. 

BOSXQK,  December  12,  1896. 
Gborgb  R.  Brown,  Esq.,  Comings  Y. 

Dear  Sir: — I  have  just  received  Baker's  magazine  re- 
fiared  to  in  previous  letter. 

I  thank  you  very  much  for  your  kind  attention. 

The  cut  of  yourself  is  that  of  an  older  man  than  I  had  taken 
you  to  be,  but  the  face  is  such  as  I  would  expect  to  be  that  of 
the  author  of  your  scheme. 

I  shall  have  it  cut  out,  framed  and  hung  up  in  this  office  in 
honor  of  one  whose  scheme  for  the  treatment  and  management 
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of  workingmen  has  more  in  it  for  their  beuefit  than  any  wbidi, 
to  my  knowledge,  has  ever  been  proposed  in  this  country. 

Respectfully  signed  by 

G.  H.  IvI^OYD. 


Office  of  George  H.  Lloyd,  Iron  and  Tin  Plate  Merchant* 

ROOM  89,  MASON  BUIIJ>INO* 

BosiJON,  June  3,  1897. 
G.  R.  Brown,  General  Superintendent. 

DearSir: — I  would  have  answered  your  esteemed  letter  of 
May  29th  with  greater  promptness  if  I  had  had  the  time  to  do  so. 
You  may  use  anything  that  I  have  written  to  you,  as  may  com- 
mend itself  to  your  own  judgment  or  suit  your  own  purpose. 
I  know  of  nothing  I  can  do  to  help  on  the  work  of  which  you 
are  the  author.  But  I  have  never  varied  from  my  original  opin- 
ion, that  its  importance,  its  excellence,  and  far-reachmg  utility 
commend  it  and  commend  you,  as  its  originator,  to  the  esteem 
and  respect  of  every  man  who  has  at  heart  the  welfare  of  the 
working  man,  and  not  only  of  the  working  man,  but  of  those 
who  are  benefited  by  the  results  of  his  labors. 

I  would  little  like  to  say  anything  that  savors  of  exaggera- 
tion, but  I  am  persuaded  that  it  is  hardly  yet  realized  what  im- 
portant effect,  upon  the  solution  of  the  social  questions  of  this 
day,  will  be  the  carrying  into  general  adoption  of  the  principles 
which  underlies  your  scheme. 

I  am  sorry,  verry  sorry,  that  I  have  not  the  pleasure  of  your 
personal  acquaintance. 

Yours  truly, 

H.  LI^OYD. 


Long  Island  Railroad  Company* 
General  Superintendents  Office. 

Long  Isi^and  City,  N.  Y.,  March  8,  1897. 

Mr.  G.  R.  Brown,  Gen.  Supt.,  FaU  Brook  Ry.,  Coming,  N.  Y. 

Dear  Sir: — I  attach  herewith  a  copy  of  letter  sent  to 
Mr.  G,  W.  Creighton.  I  know  that  the  result  will  be  appre- 
ciated by  you.  Yours  truly, 

W.  F.  POTTER, 
Getieral  Superintendent. 


Long  Island  Railroad  Company*  ^^V^ 
General  Superintendents  Office. 

^  Long  Isi^and  City,  N.  Y.,  March  8,  1897.1 

'G.  W.  Creighton,  Esq.,  Superintendent  Middle  Divisian^ 
Pennsylvania  Railroad,  Harrisburg,  Pia. 

Dear  Sir:  —  Answering  your  letter  of  March  4,  I  have  used 
the  Brown  System  in  handling  men  for  about  three  years,  very 
successfully,  on  the  F.  &  P.  M.,  previous  to  my  coming  here, 
January  i. 

This  line  has  about  400  miles.   In  the  winter  time  we  have 
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330O  employes,  and  in  summer,  4000  employes  subject  to  these 
rules.  We  employ  a  large  number  of  flagmen,  and  on  the 
Atlantic  division,  ten  miles  long,  we  have  146  flagmen,  or  gate- 
men,  now  in  service.  These  men  earn  about  I40.00  per  month. 
IVken  the  system  zms  introduced  on  this  line,  January  20,  it 
was  a  question  ivith  some  of  the  officers  of  the  company  whether 
these  flagmen  would  be  susceptive  to  the  methods  proposed.  The 
general  impression  with  them  was  that  they  would  not  be.  The 
custom  had  been  to  suspend  them  from  duty  from  three  to 
fifteen  days  according  to  the  oflFense.  We  had  one  man  on  the 
division  I  mention,  who  started  out  in  the  morning  at  6  o'clock 
with  eight  extra  mer?,  dropping  off  a  man  at  each  point  where 
the  regular  men  failed  to  report  for  duty.  These  extra  men  were 
used  up  every  morning,  and  in  some  cases  we  did  not  have  men 
enough  to  go  round.  Since  the  introduction  of  Discipline  with- 
out Suspension  we  have  had  but  one  failure,  that  was  in 
the  case  where  a  man  overslept  and  was  late  in  reporting.  It 
has  become  entirely  unnecessary  to  carry  out  the  old  plan  of 
dropping  men  off  to  take  the  place  of  delinquents.  The  flag- 
men, while  they  seem  to  be  willing  to  accept  suspension  occa- 
sionally, are  not  willing  to  run  the  risk  of  permanently  losing 
their  situation. 

I  would  be  glad  to  give  you  any  further  information  on  this 
sabject  if  I  can  be  of  service  to  you. 

Yours  truly, 

W.  F.  POTTER, 
General  Superintendent, 


Ijoag  Uaad  Railroad  Gcmipany* 
Office  of  the  General  Superintendent. 

LoKG  ISI.AND  City,  N,  Y.,  May  31, 1897. 

Mr.  G.  R.  Brown,  Gen.  Supt.,  Fall  Brook  Ry.,  Coming,  N.  K. 

Dear  Sir:— Yonrs  of  the  29th  inst.  at  hand.  I  have  no 
objection  to  your  publishing  letter  of  March  8,  to  W»  G.  Creigh- 
ton,  if  yon  desire  to  do  so. 

Yours  truly, 

W.  F.  POTTER, 
General  Superintendent. 


Chicago^  Rock  Island  &  Pacific  Railway  Company* 

Chicago,  May  31,  1897. 

G.  R.  Brown,  Esq.,  Gen.  SupL.Fall Brook  Ry.,  Coming,  N.  Y. 

Dear  — Acknowledging  receipt  of  yours  of  May  29, 
beg  to  say  that  we  have  no  oqectionsto  your  publishing  letters 
mention^.  The  longer  we  work  under  this  system,  the  more 
proof  we  have  that  the  railroads,  as  well  as  the  employes,  are 
the  gainers  in  using  this  method  of  discipline  in  place  of  the 
did  one  of  suspen^n. 

Yonrs  truly, 

A.  J.  HITT, 
General  Superintendent. 
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CUcago^  Rock  Uaod  &  Padfic  Railway  Company* 

Chicago,  April  21,  1897. 

G.  R.  Brown,  Esq.,  Gen.  SupL  Fall  Brook  Ry.,  Corning,  N.  V. 

Dear  Sir:—  We  w«e  all  sornr  that  we  did  not  get  to  see 
yon  at  Richmond,  but  hope  we  will  have  the  pleasure  of  meet* 
mg  you  at  the  next  meeting. 

Knowing  the  interest  you  take  in  the  Brown  method  of 
discipline  I  enclose  herewith  a  copy  of  letters  written  to  Mr. 
J.  M.  Graham,  general  superintendent  Baltimore  &  Ohio  Rail- 
road, March  12,  and  which  you  will  note  is  simply  extracts  from 
letters  received  from  our  division  employes,  and  all  compli* 
mentary  to  the  system  above  mentioned.  After  this  method  has 
been  in  efiect  on  our  line  one  year  I  will  again  take  the  matter 
up  with  our  superintendents  and  get  esroressiona  fixnn  them, 
which  I  will  be  glad  to  give  you  a  copy  ofT 

The  result  of  the  raoption  of  this  system  of  discipline  on 
our  line  has  been  more  than  satisfactory  thus  far,  and  we  would 
not  for  one  moment  think  of  going  back  to  the  old  rule  of  sus- 
pending. You  are  to  be  congratulated  on  the  good  work  that 
you  have  done,  not  only  for  the  employes,  but  for  the  raflroad 
companies  themselves. 

Yours  truly, 

A.  J.  HITT, 
General  Superintendent. 


Chicago,  Rock  Idand  &  Padfic  Railway  Company. 

Chicago,  March  12,  1897. 

J.  M.  Graham,  Esq.,  Gen.  Supt.  B.  &  O.  Ry.,  Newark,  O. 

Dear.  Sir: — Repljdng  to  yours  of  March  4,  I  give  you 
the  following  extracts  from  letters  received  from  our  superin- 
tendents, rdktive  to  the  Brown  method  of  discipline.  We 
adopted  this  system,  I  believe  I  told  you,  October  i,  last  year, 
so  that  we  have  now  had  it  in  force  five  months.  In  this  con- 
nection would  say  that  the  extracts  quoted  her^fter  are  from 
letters  superintendents  wrote  me  in  reply  to  the  question  by  me 
as  to  what  they  thouj^ht  of  the  Brown  method  of  twftj^itiMf^iirtg 
discipline.  For  your  information,  I  would  say,  that  in  addition 
to  giving  the  men  merit  marks  for  violations  and  infractions  of 
rules,  we  give  them  twenty  credit  marks  for  twelve  months  per- 
fect service,  and  in  addition  to  that  for  exceptionally  meritorious 
service  in  which  a  man  may  have  saved  life  or  property,  we  give 
them  five  to  ten  credit  marks,  as  the  case  seems  to  warrant. 

Superintendent  Hovey  writes  as  follows : — I  must  say  that 
this  system  has  surprised  me  some,  that  is,  the  employes  seem 
more  afraid  of  getting  the  marks  against  their  record  than  they 
were  under  the  old  system  of  getting  suspended  the  same  ntmi- 
ber  of  days.  Demerit  marks,  when  given,  stand  against  them, 
when  heretofore,  if  they  were  suspended  ten  or  fifteen  days, 
after  the  time  was  up,  they  felt  that  they  had  paid  all  the 
penalty,  and  were  even  with  the  company  again.  \Vhile  our 
business  has  been  fully  double  what  it  was  before  we  adopted 
this  system,  I  think  the  violation  of  the  rules  has  decreased  at 
least  twenty  per  cent.  I  know  of  nothing  that  has  helped  raise 
the  standard  of  our  service  as  well  as  this  system. 
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Supointendent  Gilmore: — I  can  only  say  that  so  far  as 
this  division  is  concerned,  same  is  a  decided  succesSi  and  I  am 
at  this  time  unable  to  suggest  any  changes  in  our  present  rules 
that  would  improve  the  method  we  now  have  for  handling 
trainmen.  The  disregard  of  rules  or  tendency  to  make  mistakes 
on  the  part  of  traiimien  has  not  increased  with  us,  and  during 
the  short  time  we  have  been  working  under  this  system,  our 
observation  has  been  that  employes,  as  a  rule,  are  anxious  and 
now  work  fully  as  hard  to  prevent  demerit  marks  being  assessed 
against  them  as  they  previously  were  to  prevent  suspension  or 
dismissal.  In  addition,  the  number  of  men  carried  on  our  extra 
list  is  very  much  reduced  and  I  believe  that  the  dependent 
families  of  our  employes  now  have  a  greater  respect  for  the 
officers  since  we  commenced  working  imder  our  present  system 
of  disciplining  men. 

Superintendent  Nichols:— I  have  talked  this  matter  oyer 
with  our  dispatchers  and  train  master,  and  they  simply  voice 
my  opinion  relative  to  the  Brown  system  of  discipline,  to  the 
effect  that  they  think  this  is  better  aiid  we  are  getting  better  re- 
sults from  our  method  of  discipline  under  the  Brown  system 
than  we  did  under  the  old  method  of  suspending  the  men  as  a 
matter  of  discipline. 

I  notice  that  our  trainmen,  the  ones  with  which  we  are 
more  in  contact  with  this  method  than  any  other  class  of  men 
we  have,  are  watching  our  bulletins  very  closely  to  see  what 
actions  are  taken  for  various  classes  of  offenses.  They  keep 
well  posted  in  regard  to  the  matter,  and  in  several  instances  the 
men  have  made  strong  pleas  to  have  ns  pnnish  tliem  in  some 
other  way  than  by  giving  them  demerit  marks.  I  learn  that 
some  of  our  men  figure  t^t  if  a  man  is  discharged  from  oiu:  ser- 
vice by  reason  of  having  recrived  sizty-five  demerit  marks,  that 
this  acts  as  a  bar  to  their  obtaining  employment  elsewhere, 
figuring  that  a  man  who  has  been  discha^^ed  nnder  these  cir- 
cumstances is  not  a  fit  or  competent  man  to  be  retained  in  the 
employ  of  any  company  in  tram  service.  This  never  struck  me 
in  this  light  b^ore,  but  I  can  readily  understand  how  trainmen 
figure  it  this  way.  Another  thing  they  say  is  that  they  would 
|xrefer  to  be  discharged  outright,  Sler  having  received  fifteen  or 
twenty  demerit  marks,  than  to  r^nain  in  the  service  and  finally 
be  discharged  for  having  received  sixty-five  marks;  this  I 
imagine  has  a  tendency  to  make  every  one  more  careful  and 
work  hard  to  keep  out  of  our  records. 

We  began  usmg  the  Brown  system  of  discipline  on  the  first 
of  October,  1896.  Comparing  the  four  months,  October  to 
January,  1896,  inclusive,  against  October,  1896,  to  January,  1897, 
inclusive,  I  find  we  have  the  following  results : 

Dxuing  the  first  named  period  our  total  days  suspension  for 
train  and  yardmen  amounted  to  740  days ;  under  the  Brown 
system  for  a  hke  period  of  four  months,  our  suspensions  amount 
to  545  days,  vnth  this  exception,  that  under  the  latter  there  was 
not  a  day  lost  by  the  men,  while  under  the  former  they  all 
ser\^ed  their  time.  This  shows,  that  while  we  have  been  watch- 
ing the  matter  closely  and  have  not  let  any  guilty  inan  escape 
us,  we  still  have  reduced  the  suspension  list  twenty-six  per  cent, 
which,  in  my  opinion^  is  a  good  argument  in  favor  of  the 
Brown  system. 

During  the  same  period,  that  is,  from  October,  1895,  to 
January,  1896,  comparing  with  the  same  months  for  the  follow- 
ing year,  October,  1896,  to  January,  1897,  we  show  that  our 
train  force  has  been  reduced  103  men ;  this,  in  a  great  measure 
is  the  result  of  course  of  not  bemg  compelled,  tmder  the  Brown 
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system,  to  keep  a  large  extra  hoard  of  conductors  and  brak^en 
for  the  reason  that  whea  we  administ^  discipline,  the  man  is 
not  token  away  from  duty,  and  it  is  not  necessary  to  fill  his 
place  with  another  man.  IJnder  the  old  S3rstem  we  fotmd  it 
necessary  to  keep  from  fifUM^  to  twenty  extra  conductors  on 
the  extra  board  all  the  time  in  order  to  keep  all  the  places 
filled,  and  we  were  also  compelled  to  keep  from  thirty  to  mirty- 
five  extra  brakemen ;  under  the  Brown  system,  at  the  present 
time,  we  have  but  six  extra  conductors  on  the  board,  and  for 
the  past  three  weeks  the  work  could  all  have  been  done  by  one 
extra  man.  We  have  also  had  on  our  extra  Hst  twelve  to  four- 
teen brakemen,  and  they  have  just  about  made  enough  to  pay 
their  living  expenses,  which  is  all  an  indication  that  Sie  Brown 
system  is  keepmg  our  men  at  work. 

Superintendent  Jones: — There  can  be  no  question  in  the 
mind  of  any  one  having  experience  in  handling  men  under  the 
old  system  and  the  Brown  system,  as  the  points  in  favor  of  the 
latter,  as  against  the  old  system  are  so  many  that  there  is  really 
no  comparison.  One  of  the  greatest  arguments  used  against 
the  system  at  the  time  of  its  inauguration  by  this  company  was, 
that  the  men  would  not  care  for  a  few  marks  entered  against 
their  record ;  in  other  words,  that  it  would  not  be  discipline  as 
intended.  We  find  that  any  man  against  whom  it  had  been 
necessary  to  charge  demerit  marks,  would  gladly  stand  a  sus- 
pension of  a  like  number  of  days,  if  by  so  doing,  the  marks 
could  be  erased.  I  am  unable  to  state  the  percentage  of  infrac- 
tion under  the  new  system  as  against  the  old,  but  can  illustrate 
by  stating  that  January,  1897,  was  the  first  month  in  the  record 
of  this  division,  that  it  was  not  necessary  to  administer  disci- 
pline to  train  or  enginemen  for  infraction  of  rules.  During  the 
above  month,  I  spent  sixteen  days  on  the  road  and  the  train- 
master twenty-one,  and  neither  of  us  foimd  anything  sufficiently 
out  of  line  to  warrant  application  of  discipline. 

I  believe  that  every  man,  whether  regular  or  extra,  is  striv- 
ing to  merit  twenty  marks  of  approval  by  showinga  clear  record 
of  twelve  months.  The  men  like  the  system.  They  feel  that 
their  efimts  to  serve  the  ccmipany's  interests  and  obey  its  rules 
are  taken  cognizance  of  and  rewarded.  They  know  that  the 
man  who  has  been  disciplined  during  the  year  cannot  hold  the 
same  record  at  the  end  of  the  year  as  they  who  have  faultlessly 
performed  their  work.  They  realize,  that  under  the  old  system, 
a  man  may  have  been  suspended  three  or  four  times  during  the 
year,  while,  at  the  end  of  said  period  he  holds  his  head  as  high 
and,  as  far  as  favors  or  emoluments  are  concerned  has  as  much 
right  to  expect  them  as  the  man  who  has  never  been  called  in 
the  office.  Appreciating  the  above,  the  result  cannot  be  other- 
wise than  a  betterment  of  the  service  and  a  higher  standard  of 
railroad  men,  which  is  what  we  are  striving  for  and  the  aim  of 
all  discipline.  The  system  of  bulletins  is  especially  favorable. 
We  seldom  find  that  one  assessment  of  demerit  marks,  followed 
by  bulletin,  fails  to  correct  that  particular  evil  over  the  whole 
division.  On  the  old  system,  a  man  might  be  suspended  for 
improper  flagging  and  tell  his  fellow  employes  he  was  taking  a 
lay-off  or  that  he  was  suspended  for  failure  to  be  on  top  through 
siding,  and  the  discipline  fails  so  far  as  its  e£fect  on  others  is 
concerned. 

I  particularly  remember  one  case  wherein  a  wTeck  occurred. 
An  investigation  proved  conductor  failed  to  protect  his  train. 
I  discharged  him  for  failure  to  properly  protect  his  train,  and 
he  circulated  the  report  that  he  was  discharged  for  the  wTeck. 
Under  the  Brown  system  the  bulletin  would  have  corrected  this 
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and  his  discharge  would  have  had  the  |»x>per  e£fect  on  others 

who  may  have  been  lax  in  their  flagging. 

Chief  Dispatcher  Jones:  —  I  am  of  the  opinion  that  the 
present  discipline  system  comes  as  near  being  perfect  as  it  is 
possible  to  make  it,  both  in  justice  to  the  service  and  to  the  em- 
ployes, and  am  of  the  opinion  that  one  demerit  mark  is  dreaded 
more  by  the  employe  than  a  ten  days  suspension  used  to  be, 
and  that  its  effects  are  more  far-reaching. 

Would  say  that  breaches  of  discipline  and  infraction  of 
rules  have  decreased  about  twenty  ])er  cent  in  my  department 
since  the  adoption  of  the  present  method. 

Superintendent  Hobbs : — We  consider  the  Brown  system  of 
discipline  superior,  and  by  far  more  beneficial  in  its  effects  than 
the  old  system  of  discipline.  We  do  not  desire  under  any  cir- 
cumstances, to  change  from  this  system  to  any  other.  We 
believe  that  our  service  has  been  much  benefited  and  improved 
under  this  system.  Our  men  feel  the  marks  more  keenly  than 
imder  the  old  system. 

We  had  a  case  a  short  time  ago,  where  a  certain  conductor 
on  the  division  overlooked  a  shipment  of  perishable  freight ; 
claim  was  entered  for  a  small  amount,  and  rather  than  have 
marks  assessed  for  his  neglect,  he  expressed  a  willingness,  (of 
his  own  accord)  to  settle  the  claim,  which  privilege  was  granted. 

Superintendent  Hubbell  :  —  I  wish  to  say  that  I  am  fully  in 
accord  with  this  system,  and  for  the  limited  time  we  have  used' 
it,  I  believe  it  has  been  productive  of  much  good  in  the  way  of 
creating  a  more  kindly  feeling  between  the  company  and  its 
employes  ;  that  our  discipline  is  better  and  that  fewer  hardships 
have  resulted  to  the  innocent,  such  as  the  wives  and  families  of 
employes,  who  heretofore  were  to  a  greater  or  less  extent  de- 
prived of  some  of  the  necessaries  of  life  on  account  of  the  wage 
earner  being  cut  oflf  from  twenty-five  to  fifty  dollars  per  month 
on  account  of  suspension. 

I  have  always  believed  that  if  there  was  any  good  in  a  man 
you  could  get  more  out  of  him  by  talking  to  him  and  showing 
him  where  he  was  wrong  and  allowing  him  to  return  to  work, 
than  you  could  by  adding  a  sting  to  the  reprimand.  I  believe 
the  record  kept  of  the  employes  in  this  way  will  soon  show 
whether  the  man  is  fit  to  be  retained  in  the  service  or  whether 
he  should  seek  employment  elsewhere. 

So  far  as  the  increase  or  decrease  of  infractions  of  rules  is 
concerned,  it  has  been  somewhat  less  since  the  adoption  of  this 
system,  I  would  say  about  five  per  cent.  Another  advantage 
under  the  present  system  over  the  old  is  in  the  reductioii  of  our 
extra  list  which  has  been  materially  cut  down,  especially  in 
busy  times  by  the  remaining  at  work  rather  than  on  account  of 
being  laid  off  under  suspension.  Every  o£B.cial  knows  that  you 
increase  the  expei^  of  operating  when  you  work  a  new  man  in 
a  crew,  or  put  hmi  at  work  with  which  he  is  not  perfectly  familiar. 

From  the  above  you  will  see  that  otn-  superintendents  are 
very  strongly  in  fovor  of  this  method  of  maintaining  discipline, 
and  I  am  thc»:oughly  satisfied  from  what  I  have  seen  of  it  tliat 

no  railroad  company  can  afford  to  continue  to  suspend  employes 
in  the  transportation  department. 

Yours  truly, 

[Signed]   A.  J.  HITT, 

General  Superintendent. 


ONE  YEARNS  EXPERIENCE  WITH  THE 
BROWN  SYSTEM  OF  DISCIPLINE 

By  H.  S.  RSAJEIDBN. 

ON  February  ist,  1896,  the  Chicago,  Peoria  &  St.  Louis 
Railroad  company  adopted  the  Brown  Systsm  of  Dis- 
cipline, as  will  be  seen  by  circular  issued  at  that  time, 
of  which  the  following  is  a  copy : 

To  the  Employes  of  the  C,  P.  &  St.  L.  R.  R.  Co.: 

On  February  ist,  or  as  soon  thereafter  as  arrangements  can 
be  made  to  put  the  scheme  in  operation,  there  wdll  be  adopted 
on  this  line  what  is  known  as  the  *  *  Brown  System  of  Discipline.  * ' 

THa  SYSTBM. 

Instead  of  discharging  or  suspending  without  pay  for  infrac- 
tion of  the  rules  of  the  company,  a  record  will  be  kept  of  the 
mistakes  and  faults  of  employes.  In  this  record  will  be  kept  a 
brief  statement  of  the  irregularities  for  which  a  man  is  responsi- 
ble. This  record  will  take  the  place  of  the  lay-oflF."  When  a 
man  commences  to  make  a  record  in  the  book,  he  will  be  called 
in  for  an  interview.  He  will  be  reminded  that  if  the  record  gets 
too  long,  the  company  will  have  to  consider  him  as  unfit  for  the 
service ;  he  will  be  shown  his  failures,  and  will  be  given  an  op- 
portunity to  improve.  When  the  record  against  a  man  gets  so 
long  as  to  demonstrate  his  unfitness  fw  the  service,  he  will  be 
dismissed* 

This  record  will  be  a  private  one,  and  no  employe  will  be 
shown  any  record  therein  except  his  own. 

In  addition  to  the  fore^ing  record,  and  for  the  purpose  of 
making  every  accident  and  mciaent  of  impcntance  happening  on 
the  road  a  lesson  to  all  trainmen,  there  will  be  posted  up  on  the 
bulletin  boards  brief  statements  of  accidents,  mistakes  and  feil- 
ures  to  observe  the  rule,  with  comments  thereon  by  the  proper 
official.  No  names  will  be  mentioned  on  these  bulletins.  It  is 
hoped  that  the  examinations  of  these  notices  will  be  instructive 
to  the  employes  and  do  much  to  prevent  the  recurmoe  of  simi- 
lar cases. 

CONCI^USIOK. 

"  It  is  confidently  believed  that  with  this  system  in  eflfect,  a 
feeling  of  more  security  and  confidence  on  the  part  of  employes 
will  be  developed,  and  that  the  good  men  will  be  benefited  and 
•ncouraged,  while  the  unworthy,  if  there  are  any  such,  will  be 
eliminated. 

"It  must  be  understood  that  co-operation  on  the  part  of 
employes  in  the  matter  of  this  reform  will  be  of  great  as^stance 
in  producing  good  results,  and  that  to  this  end  it  is  very  desira- 
ble that  exactly  correct  accounts  of  mishaps  occurring  on  the 
road  shall  be  furnished  by  the  parties  interested. 

"  It  must  be  understood  that  the  right  to  summarily  dis- 
charge for  serious  ofienses  is  not  given  on  the  adoption  of  this 
plan.  The  record  of  the  present  employes  up  to  date  will  not 
be  entirely  ignored,  but  it  will  be  put  in  the  background  to  the 
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extent  of  giving  everybody  a  new  start  on  the  date  this  change 
goes  into  effigct." 

Several  articles  have  been  written  by  Mr.  George  R.  Brown, 
general  superintendent  of  the  Fall  Brook  Railway,  which  have 
appeared  in  "Locomotive  Engineering"  and  ''Baker's  Railway 
Magazine,"  and  other  magazines  during  the  year,  and  I  ac- 
knowledge herein  my  indebtedness  to  Mr.  Brovm  for  some  of 
title  ideas  advanced  in  this  paper. 

The  object  of  the  system  of  discipline  by  record  and  bulle- 
tin, as  we  understand  it,  is : 

First. — ^To  secure  a  higher  state  of  efficiency.  Strict  disci- 
pline is  essential  to  successful  operation.  No  continuous  service 
performed  by  man  can  be  perfect,  but  a  high  state  of  discipline 
and  a  careful  selection  of  our  men,  will  naturally  produce  a 
better  class  of  service  and  restdts. 

Second, "To  avoid  loss  of  time  and  earnings  of  employes. 

Third, — To  judge  each  case  of  an  erring  employe  on  its 
mmts  with  regard  to  his  j»evious  reood  and  his  px>bable  future 
availability. 

•  Fourth. — To  stimulate  employes  to  co-operate  with  the 
company,  which  is  to  their  mutual  advantage. 

Fifth. — To  enable  the  em^oyt  to  gain  in  sdf-respect,  in 
loyalty  to  his  employer,  watchfulness  and  zeal  for  his  interest, 
and  to  realize  that  they  are  practically  his  own,  and  to  establish 
discipline  in  which  the  element  of  force  is  not  predominant. 

Sixth. — ^To  beonne  acquainted  with  each  case  of  discipline 
through  the  btdletin  notices  and  learn  from  them  the  lesson 
which  is  taught  by  the  failure  of  others. 

Seventh. — ^To  inspire  and  develop  in  all  employes  a  feeling 
of  security  and  confid^ce  that  &i^hful  service  will  be  appred* 
afced  and  rewarded  by  their  uninterrupted  attention  to  duty,  atiid 
also  that  those  who  are  habitually  careless  and  indifferent  to  the 
company's  as  well  as  to  their  own  interest,  wUl  be  dropped  from 
the  rolla. 

In  addition  td  this,  we  find  after  a  year's  experience  that  it 
is  better,  if  possible,  to  eliminate  all  notions  that  these  records 
and  bulletins  are  intended  as  a  punishment  for  the  many  irregu- 
larities and  weaknesses  in  our  men,  and  we  try  to  have  them 
understand  that  it  is  not  our  intention  to  make  them  su£^ 
either  financially  or  by  any  personal  embarrassment,  but  to 
simply  point  out  by  a  careful  record  their  deficiencies  and  the 
different  points  in  their  make*up  and  service  which  they  are  to 
improve  on. 

We  find  by  appealing  to  their  pride,  honesty,  self-interest 
and  sense  of  right  to  make  them  more  careful  and  better  railroad 
men,  and  assure  their  future  welfore,  that  we  are  well  paid)  iuid 
in  nine  cases  out  of  ten,  we  are  met  halfway,  and  our  efiSatts 
are  appreciated,  so  that  the  result  has  been  phencmiinaL  The 
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one  time  in  ten  where  w^e  fail,  the  man's  make-up  is  altogether 
bad,  and  he  is  dismissed. 

We  believe  strongly  in  the  Golden  Rule,"  and  haye  un- 
dertaken to  enforce  in  this  system  more  of  it,  treating  our  em- 
ployes, if  possible,  exactly  as  we  would  like  to  be  treated  under 
similar  circumstances,  knowing  full  well  that  a  correction  or 
reprimand  by  our  superior  officers,  the  general  managers,  is  a 
great  deal  more  acoeptatde  and  has  more  eflEect  when  given  in 
tlus  spirit. 

The  former  records  of  our  employes  were  not  wiped  out  or 
done  away  with,  but  the  old  book  was  closed  and  filed  in  the 
superintendent's  office  as  a  histoiy,  to  be  used  in  runniog  down 
past  services  <rf'  employes  when  necosary,  and  as  it  was  not 
tiiought  desirable  that  all  employes  should  be  started  on  the 
adoption  of  the  Brown  System,  on  an  equal  footing,  but  that 
those  employes  whose  records  have  been  uniformly  good  in  the 
past,  should  have  to  a  certain  extent  that  advantage  over  em- 
ployes whose  records  -had  not  been  so  good,  these  books  have 
been  valuable ;  also,  because  it  was  not  intended  that  a  new 
employe  just  entering  the  service  should  start  off"  with  and  have 
an  equal  standing  with  the  company  with  our  old-time  employes ; 
and  further,  the  old  records  were  valuable  in  case  we  had 
ployes  who  had  been  negligent  and  incompetent  and  wliooe 
records  were  not  so  good  and  who  were  already  possible  sub- 
jects for  dismissal. 

All  cases  are  personally  investigated  and  passed  on  by  the 
superintendent  with  the  aid  of  the  heads  oi  departments  con- 
cerned, except  those  of  engine  men  and  emplo}^  in  the  ma- 
chinery department,  who  are  handled  by  the  superintendent  of 
motive  power  and  machinery  until  they  are  over  the  turn-table 
for  road  service,  and  all  records  and  bulletins  except  asabove  men- 
tioned, are  issued  fixnn  the  office  of  the  superintendent,  providis^ 
that  they  may  bear  the  signature  of  the  trainmaster  if  so  desired. 

If  the  case  is  of  a  trivial  nature  and  the  facts  clear,  a  report 
is  made  in  writing  to  the  superintendent,  and  a  record  to  be 
made  is.suggested,  and  he  may  ai^irove  the  reoonmiendation  or 
he  may  throw  the  case  out  entirely,  as  not  serious  enough  fin*  a 
liecord. 

In  every  case  the  employe  who  is  disciplined,  receives  an 
exact  copy  by  mail  of  the  record  entered  against  him  in  the 
record  book.  All  bulletins  are  posted  on  record  bulletin  boards 
for  an  indefinite  period,  but  it  is  intended  to  take  them  down 
and  paste  them  in  books  ev«y  three  months.  The  record  books 
are  kept  in  the  offices  of  the  superintendent  motive  power  and 
machinery  and  the  train  master*  A  copy  of  every  record  and 
bulletin  affec^g  engine  men  is  srat  to  the  superintaidoit  , 
motive  power  and  machinery,  and  all  those  affecting  train 
men,  to  the  train  master,  and  when  a  record  is  made  against 
the  engine  men  for  failure  in  mechanical  handling  of  engine, 
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equipment,  or  any  other  shortcoming,  by  the  superintendent 
motive  power  and  machinery,  a  copy  of  such  record  and  bulletin 
is  sent  to  the  superintendent,  and  copies  of  all  filed  with  the 
general  manager,  in  order  that  he  may  at  all  times  be  kept 
fully  advised  of  the  exact  standing  of  each  employe. 

It  will  be  noted  by  our  circular  that  the  right  to  summarily 
discharge  for  smous  o£fenses  is  not  given  up  on  the  adoption  of 
this  system,  and  for  such  as  disloyalty,  insubordination,  intem- 
perance, whether  on  or  off  duty,  and  dishonesty,  we  resei^e  the 
right  to  dismiss  from  the  service  entirely,  the  same  as  we  did 
under  the  old  system,  and  in  such  cases  we  do  not  pay  much 
attention  to  the  record,  although  it  may  be  set  down  as  an  axiom 
that  a  record  will  be  found  against  the  man  guilty  of  either  of 
the  above  named  causes. 

Some  minor  offenses  are  handled  by  simply  reprimanding ; 
such  as  neglect  of  some  tmimportant  duty  fw  the  first  time,  the 
foilure  of  which  did  not  or  amid  not  have  endangered  life  or 
property. 

We  have  applied  this  system  to  our  agents  and  operators, 
and  found  it  to  work  so  well  that  on  the  first  day  of  January, 
1897,  it  was  also  adopted  in  tiie  handling  of  onr  track,  bridge 
and  water  forces,  especially  section  foremen,  carpenter  and  gang 

foremen,  and  all  whose  positions  are  considered  fixed  or  perma- 
nent. To  the  floating  force,  like  laborers  on  sections,  it  has  not 
been  appUed. 

Inasmuch  as  operators,  agents,  and  track  foremen  do  not 
get  to  see  onr  bulletin  boards,  we  send  a  copy  of  every  bulletin 
to  each  employe  in  the  same  service,  so  that  they  may  have  the 
same  opportunity  to  be  advised  and  profit  thereby  as  the  men 
in  Ixain  service. 

Every  case  of  neglect  of  duty,  violation  of  rules  or  instruc- 
tions, and  bad  conduct,  is  investigated  by  the  head  of  that  de- 
partment, and  should  the  case  involve  employes  of  more  than 
one  department,  the  several  heads  interested,  jcuntly  conduct 
investigations  the  same  as  under  tlie  old  system. 

It  is  very  desirable  to  make  credit  records  on  the  opposite 
page  of  the  book,  and  also  to  make  credit  bulletins  where  some 
particularly  meritorious  service  has  been  rendered  by  employes. 
It  is  not  often,  however,  that  cases  of  this  kind  develop,  and  we 
do  not  conceive  that  it  is  at  all  essential  to  the  system  that  this 
should  be  done,  but,  of  course,  it  has  its  good  effect  upon  the 
men,  and  is  considered  a  good  thing  to  do. 

Space  prevents  bulletins,  but  our  intention  is  to  cover  with 
them  every  kind  of  irregularity  and  violation  of  the  rules,  giv- 
ing the  same  attention  to  them  as  we  would  under  the  old  system 
of  reprimand  or  suspension. 

Otu:  record  books  are  common  ruled  ledger,  similar  to  those 
kept  by  all  roads,  and  the  following  is  an  exact  oc^y  of  a  page 
from  our  present  books  in  use. 
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RECORD  BOOK* 


Mar.  24, 1896 


Aug.  3,1896 


Nov.  28, 1896 


Name, 


Engineer. 


Born  May  10,  t866.  Unmarried. 
Residence,  Jacksonville,  Illinois. 
Employed  February  8,  1892. 

Record  is  entered  against  you  for 
breaking  one  draw  bar  in  A.,  T. 
&  S.  F.  car  No.  16999,  Stoehrs, 
March  24,  in  starting  train.  Car 
was  located  six  or  eight  cars  from 
engine,  indicating  rough  hand- 
ling. 

Record  is  entraied  against  you  for 
refusing  to  go  out  on  engine  50, 
Aug.  3,  when  called.  It  is  the 
duty  of  engineers  and  firemen  to 
go  when  called,  regardless  of  en- 
gine they  axe  assigned  to. 

Record  is  entered  against  you  for 
delaying  train  29  twenty  minutes, 
November  28,  on  account  of  not 
getting  up  promptly  when  called. 


We  have  on  the  Chicago,  Peoria  &  St.  Louis  Railroad,  sub- 
ject to  this  sy^em  of  discipline,  23  amductofs;  82  brakemen, 
40  engineers  and  43  firemen,  28  agents  and  24  operators.  We 
find  that  21  conductors,  19  engineers,  24  brakemen,  3  firemen, 
2  agents,  and  7  operators  have  had  records  made  against  them 
within  the  year.  Ten  men  have  been  perempbnily  dischaiged 
for  cause,  but  we  have  not  dismissed  a  single  man  because  oi 
his  bad  records  having  grown  too  numerous,  for  on  examining 
the  books  we  find  the  greatest  number  of  records  against  any 
one  man  is  three. 

Our  experi^oe  has  b^m,  also,  that  in  case  we  diould  have 
an  undesirable  man  in  our  ranks,  who  has  one  or  two  records 
against  him,  and  he  should  be  guilty  of  some  serious  irregularity 
or  violations  of  the  rules  wherein  another  good  man  was  equally 
at  foult,  under  this  Sjrstem  we  do  not  consider  it  necessary  that 
botti  men  should  be  tzeated  alike  and  given  the  same  discipline. 
The  undesirable  man  may  be  dismissed  and  his  account  closed, 
while  the  good  man  who  has  no  records  against  him  can  be 
retained  in  the  service,  even  though  it  was  a  serious  case  wherein 
we  would,  tmder  the  old  system,  consider  it  necessary  to  dis- 
diarge  both  men,  because  both  were  equally  responsible. 

We  find  that  our  extra  list  is  materially  cut  down,  and  we 
are  only  carrying  about  half  as  many  extra  men  as  we  did  imder 
the  old  system,  and  we  do  not  have  a  ninnber  of  idle  men  loafing 
about  the  yards  and  round-houses  gossiping  and  amioying  those 
at  work,  qxhSl    Satan  finds  no  mischief  fw  idle  l^ds  to  do" 
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with  us,  and  above  all,  we  get  a  great  deal  of  satisfaction  in 
knowing  that  we  have  no  wives  and  little  ones  deprived  of  little 
luxuries  or  posdble  necessaries  of  life  because  "  father  got  tiiirty 
days*  suspension,"  and,  if  it  should  turn  out  that  father  is  not 
competent  or  worthy,  he  is  released  entirely  and  allowed  to  go 
at  once  and  hunt  another  place  or  another  kind  of  work. 

If  there  should  be  any  railroad  officer  who  may  think  that 
this  method  is  not  severe  enough,  and  more  serious  punishment 
should  be  applied,  I  hope  he  A\dll  believe  us  when  we  say  that 
employes  are  all  more  anxious  to  avoid,  and  will  make  a  greater 
fight  against  <me  of  these  records  than  they  would  against  a 
susprasion,  and  several  of  them  have  personally  stated,  in  cer- 
tain cases,  that  they  would  be  very  glad  if  we  would  apply 
something  else,  even  to  a  fine,  if  necessary,  equal  to  amount 
involved  for  breakages  or  careless  work,  knowing  that  every 
record  stands  against  them  and  is  not  wiped  out,  and  the  bcil* 
letin  which  is  posted  tells  all  then:  associates  what  they  have 
done,  and  it  is  only  a  matter  of  time  until  their  account  is 
closed,  whereas,  under  the  old  method,  they  might  serve  ten, 
twenty  or  thirty  days'  su^>ension  and  balance  the  books. 

If  the  number  of  men  tmder  a  superintendent,  working 
under  this  plan  was  very  small,  so  that  their  daily  actions  and 
conduct  came  constantly  under  his  personal  supervision,  records 
would  hardly  be  necessary,  as  he  could  keep  all  their  shortcom- 
ings and  good  qualities  in  his  mind,  and  his  occa^onal  tepA^ 
mands  and  personal  talks  with  his  ^ployes  would  take  the 
place  of  bulletins. 

Where  a  large  number  of  men  are  involved,  as  is  the  case 
in  the  ordinary  railroad,  it  seems  necessary  that  this  process  be 
aystemitized  in  the  way  it  is  now  being  done  on  the  various 
roads  that  use  this  plan.  I  feel  sure  that  this  system  will  be  an 
"eminent  success  on  any  railroad  where  it  is  adopted  if  it  is  car- 
ried out  with  the  sole  idea  in  mind  of  developing  and  encourag- 
ing the  men,  and  wha«  the  idea  of  pimishment  is  relegated  as 
far  to  the  rear  as  it  is  possible  to  do. 

It  has  been  demonstrated  und«"  this  system  that  it  is  im- 
portant to  keep  track  of  very  minor  oflFenses  and  omissions  that 
would,  under  the  old  methods,  pass  unnoticed,  and  the  special 
advantages  of  this  is  that  it  calls  attention  to  the  little  short- 
comings of  employes  whose  general  conduct  and  characters  are 
good,  believing  that  if  we  take  care  of  the  small  irregularities, 
the  larger  and  more  serious  ones  will  take  care  of  themselves  to 
a  certain  extent. 

It  appears  to  us  that  the  plan  adopted  by  a  number  of  rail- 
roads by  giving  marks — a  certain  number  of  marks  being  agreed 
upon  in  advance  as  the  proper  rating  for  various  oflFenses,  and  a 
certain  total  number  of  marks  being  nominated  in  advance  as 
sufficient  cause  to  dismiss  a  man — is  entirely  contrary  to  the 
spirit  of  this  system,  and  I  believe  roads  which  have  adopted 
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this  method  of  handling  the  matto:,  mil,  sooner  or  later, 
give  it  up. 

It  is  reported  that  thirty-two  roads  have  adopted  this  system 
within  the  last  two  years,  and  with  one  accord  the  officers 
express  themselves  as  pleased  with  its  economical  resulte,  and 
all  agree  that  their  employes  are  much  better  satisfied  than  with 
the  old  methods. 

I  cannot  conceive  that  we  would  return  to  the  old  system, 
under  any  circumstances,  especially  because  of  the  great  advan* 
tage  in  having  p^ect  harmony  and  good  feeling  exist  b^een 
officers  and  men,  and  the  great  improvement  in  our  general 
condition,  and  how  much  easier  and  pleasanter  it  is  to  say,  after 
investigating  a  case,  *  *A11  right,  John,  go  ahead  with  your  work  ; 
we  will  make  a  reccurd  against  you,  and  hope  you  will  not  get 
anotiher,"  and  have  John  leave  our  office  in  a  fa^ly  good  humor 
with  the  determination  not  to  have  another  record,  instead  of, 
as  we  did  heretofore,  '*John,  you  are  suspended  thirty  days,** 
and  feeling  a  great  uncertainty  as  to  how  John  would  put  in 
his  time  during  this  suspension,  and  the  possible  inconvenieiice 
to  his  family,  and  see  him  leave  the  office  angry,  vowing  ven- 
geance  on  us  and  the  road,  and  giving  us  a  black  eye  whenever 
he  could  among  his  fellows. 

In  closing,  I  will  say  that  we  find  it  necessary  to  have  our 
case,  on  which  a  record  is  made,  absolutely  sure,  and  in  such 
shape  that  there  can  be  no  question  about  the  justice  of  it ;  but 
if,  at  any  time,  a  record  is  made,  and  evidence  develops  after- 
wards that  establishes  the  fact  that  we  have  made  an  ernn*,  we 
do  not  he^tate  to  acknowledge  it  and  cancel  it,  putting  out  a 
bulletin  making  the  correction,  and  advising  employes  why  we 
do  so. 


Reprinted  friim  ike  Railway  Age^  July  17,  i8g6. 

DISCIPLINE  WITHOUT  SUSPENSK>N. 

The  Resfilfs  of  the  Use  of  the  Brown  System  of  T>iadf&i£  on 
tfie  Kansas  Qty^  Fort  Seott  ic  M^mphk  Railway* 

At  a  meeting  of  the  Association  of  Superintendents  of 
Kansas  City  Railways,  held  at  the  Coates  House,  Kansas  City, 
on  July  8,  Mr.  H.  S.  Mitchell,  of  the  Kansas  aty,  Fort  Scott  & 
Memphis  Railway,  read  a  paper  on  the  Brown  system  of  disci- 
pline and  its  workings  on  his  road,  in  which  he  said : 

So  many  exhaustive  articles  on  the  subject  of  discipline 
without  suspension  have  appeared  in  railroad  journals  during 
the  past  year  or  two  that  there  is  practically  nothing  new  to  be 
said.  I  shall  venture,  however,  to  state  briefly,  for  the  benefit 
of  those  who  have  not  given  the  subject  much  consideration, 
just  what  the  new  subject  of  discipline  is,  and  what  my  conclu- 
sions respecting  it  are,  based  on  nine  months'  practical  test. 
The  modification  of  discipline  goes  only  as  far  as  suspensions, 
and  does  not  in  any  way  change  the  old  practice  with  reference 
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to  dismissals,  except  to  make  a  persbtently  had  record  a  suffi-* 
Gient  reason  for  di^nissal,  even  iimen  no  one  offence  of  particular 
magnitude  has  been  committed. 

It  mil  be  conceded  by  everyone  that  whatever  the  system 
of  discipline  may  be,  it  is  essential  that  it  should  be  carried  out 
with  aMolttte  impartiality,  and  that  absence  of  favoritism  should 
be  patent  to  everyone.  It  is  largely  on  this  account  that  pun- 
ishment by  suspension  has  become  unsatisfactory  to  most  rail- 
road officers,  for  it  affects  good  employes  as  well  as  infmor  em- 
ployes. No  matter  how  carefully  and  intelligently  a  worthy 
employe  may  perform  his  duties  he  is  liable  to  blunder,  and  in 
the  same  particulars  that  far  less  deserving  men  blunder. 
While  strict  justice  might  warrant  his  superior  in  overlooking 
in  such  an  employe  an  offense  that  he  would  punish  if  committed 
by  a  persistently  careless  man,  it  would  be  difficult  to  reconcile 
the  rank  and  file  to  such  discriminations,  as  in  many  cases  the 
reasons  for  discriminating  would  not  be  apparent  to  anyone  but 
the  officer  in  charge. 

By  doing  away  with  suspensions,  officers  are  enabled,  with- 
out imputation  of  favoritism,  to  show  careful  and  faithful  em- 
ployes the  consideration  they  deserve.  When  a  man  who  takes 
pride  in  his  good  work  makes  a  mistake,  his  consciousness  of 
it,  the  admonition  he  receives  from  his  superior,  and  the  entry 
of  the  occurrence  on  his  record,  surely  satisfy  the  purposes  of 
discipline.  To  add  to  these  the  mortification  of  a  suspension, 
which  lowers  the  employe's  standing  with  his  fellow  laborers, 
and  by  depriving  him  of  wages  causes  his  family  to  share  his 
punishment  is,  to  my  mind,  unjustifiable  severity. 

So  far  most  of  you  will  agree,  but  will  say,  how  about  the 
man  who  is  generally  careless,  who  does  not  take  pride  in  his 
work?  It  was  on  this  very  point  that  I  was  doubtful  myself,  and 
when  the  circalar  to  Memphis  employes,  announcing  the  change 
of  discipline  was  being  prepared,  I  urged  the  insertion  of  the 
following  clause:  *' Suspension  will  be  imposed  when  the  head 
of  the  department  deems  disciplining  by  marks  unsuitable  to 
the  case  or  to  the  individual."  But  with  the  experience  I 
have  since  had,  I  am  perfectly  willing  to  surrender  this  reserva- 
tion, believing  now  that  suspensions  are  not  necessary  to  effect 
proper  discipline  among  even  second-rate  men.  In  fact,  it  is 
this  class  that  seem  to  take  the  matter  most  seriously,  evidently 
looking  upon  it  as  a  scheme  of  their  superiors  to  get  rid  of 
them.  They,  of  course,  regarded  suspensions  as  an  undesirable 
thing,  but  entertained  the  idea  that  having  undergone  a  suspen- 
sion, they  were  thereby  pur^ged  of  all  guilt  and  entitled  to  a 
firesh  start.  They  now  realize  that  whue  they  escape  snspen* 
sions,  the  offenses  that  were  formerly  punished  in  that  way  are 
treasured  against  them,  and  that  eventually  each  offense,  treated 
so  indulgently  at  the  time  of  its  commission,  will  contribute,  in 
.  a  measure,  to  causing  their  dismissal.  They  discover  that  trivial 
offenses,  never  considered  suflicient  to  warrant  sui^nsion,  are 
now  recorded  and  are  liable  to  prove  the  straw  that  breaks  the 
earners  back. 

Perhaps  in  no  other  particular  is  the  advantage  of  the  new 
system  so  pronounced  as  m  the  matter  of  disciplining  for  small 
irregularities,  and,  as  a  result,  we  observe  a  marked  decrease 
in  the  number  of  slight,  but  vexatious,  blunders. 

All  will  recognize  the  advantage  of  keeping  a  smalls  extra 
list  that  results  from  the  abolition  of  suspensions,  in  conse- 
^pience  of  which  there  are  fewer  aoddrats  attributable  to  iMreak- 
mg  in  new  men. 

Another  desirably  feature  is  the  oppmtunity  afforded  an 
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oficer  to  reverse  or  amend  his  ruling  in  particular  cases,  if, 
after  the  lapse  of  time,  he  finds  that  he  has  erred,  or  that  evi- 
dence not  obtainable  at  the  time  of  the  original  investigation, 
places  the  matter  in  a  different  light. 

A  usual  accompaniment  of  disciplining  by  record  is  the 
posting  of  bulletins  calling  attention  to  the  irregularities  for 
which  employes  have  been  disciplined  by  record,  and  pointing 
out,  if  necessary,  wherein  they  blundered.  Too  much  stress 
cannot  be  laid  on  the  good  these  bulletins  do  in  the  way  of  edu- 
cating employes.  Of  course,  the  name  of  the  person  at  fault  is 
not  mentioned,  but  the  men  usually  know  from  the  description 
of  the  occurrence,  its  location,  date,  etc.,  who  the  man  is. 

The  new  system  has  been  in  operation  on  the  Memphis 
road  since  October  i,  1895,  and  I  feel  that  I  shall  not  be  assum- 
ing too  much  in  saying  that  all  the  officers  of  the  transporta- 
tion department,  and  a  large  majority  of  the  employes,  are 
gratified  with  the  working  of  the  new  system,  and  would  be 
very  much  averse  to  returning  to  the  old  one. 


R^iniedfrom  The  Railway  Age,  March  5,  i8g^. 

COMMUNICATIONS. 

The  Brown  System  of  Diadpfine. 

Watkrvihe,  Minn,  March  2,  1897. 

To  the  Editors : — Mr.  H.  S.  Rearden's  comments  on  the 
Brown  System  of  Discipline,  in  the  February  numbers  of  "  The 
Railway  Age, ' '  tempt  me  to  make  a  few  remarks  upon  the  same, 
from  the  standpoint  of  the  employe. 

The  principal  difference  between  the  ordinary  method  of 
discipline  and  the  so-called  Brown  system  is,  that  while  in  the 
former,  irregularities,  mistakes  or  errors  are  followed  by  prompt 
correction,  m  the  latter,  errors  and  mistakes  are  not  followed  by 
immediate  punishment,  but  are  recorded  in  a  book,  kept  for 
that  purpose,  and  when  his  superior  officer  considers  that  this 
record  has  reached  too  great  a  length,  the  employe  is  dismissed.  * 

The  Brown  sj^stem  provides,  that  while'every  error  ot  irregu- 
larity of  any  consequence  is  recorded,  only  some  peculiarly 
meritorious  service  rendered  by  an  employe  shall  be  entered  as 
a  credit,  and  Mr.  Rearden  further  remarked,  *'that  cases  of  this 
kind  seldom  develop,"  and  that  it  is  not  at  all  essential  to  the 
system  to  make  any  record  of  credits. 

Inking  at  the  Brown  system  from  the  employe's  point  of 
view,  there  seem  to  be  several  defects  in  it.  One  of  the  first  is 
the  principle  of  recording  the  n^ligences  and  mistakes  of  the 
railway  servant,  and  dela3dng  the  punishment  of  the  same  to  a 
future  date,  instead  of  suspending  him  from  duty  or  fining  him 
immediately  after  the  oflfense  has  been  committed. 

The  punishment  that  follows  promptly  upon  the  error,  it 
appears  to  me,  makes  a  more  vivid  and  lasting  impression  than 
the  recording  of  offenses  and  storing  them  up,  as  it  were,  for 
punishment  at  some  distant  day.  Moreover,  an  error  not 
promptly  corrected  is  apt  to  grow  into  a  habit. 

Again,  the  man  in  an  exacting  and  responsible  position  will 
soon  build  up  a  long  list  of  errors,  while  the  employe  in  an  easy 
position,  with  little  or  no  responsibility,  will  have  an  apparently 
much  clearer  record  than  the  former.  The  Brown  system  does 
not  appear  to  provide  any  reward  for  long  and  faithful  service 
in  particularly  responsible  and  exacting  positions,  unless  some 
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extraoidinary  ofyportimity  should  present  itself  to  the  fortunate 
employe. 

Secondly,  the  heads  of  some  departments  are  much  more 
strict  disciplinarians  than  those  of  others.  And  while  the  head 
of  one  department  may  regard  numbers  of  offenses  or  errors  as 
sufficiently  heinous  for  record,  another  may  consider  similar 
mistakes  as  not  important  enough  to  be  recorded.  This  being 
the  case,  the  records  must  necessarily  be  more  or  less  uneven. 
This  is  leaving  out  of  the  question  altogether  the  fact  that 
human  nature  is  human  nature  all  the  world  over,  and  petty 
officials  are,  by  this  method,  given  a  chance  to  satisfy  any  little 
grudge,  or  feeling  of  spite,  they  may  bear  toward  some  of  those 
under  them. 

Instead  of  creating  in  the  employe  **a  feeling  of  loyalty 
toward  the  company,"  and  of  building  up  '*  his  own  self-respect," 
it  seems  to  me  more  likely  to  engender  a  feeling  in  his  breast 
that  the  company  was  storing  up  a  very^  long-winded  grudge 
against  him,  and  instead  of  self-respect,"  a  feeling  of  almost 
absolute  dependence  upon  the  favor  and  good  will  of  those  im- 
mediately above  him. 

Under  the  ordinarv^  system,  when  a  man  makes  an  error,  or 
is  negligent,  he  is  sent" for  and  the  matter  frankly  discussed  with 
him,  the  mistake  pointed  out,  and  reprimand  and  punishment 
follow  swift  upon  the  commission  of  the  offense.  He  made  his 
mistake,  had  an  impartial  hearing — is  punished,  and  the  matter 
settled,  so  far  as  the  company  is  concerned.  But  the  employe 
has  gained  in  experience,  and  is  not  likely  to  repeat  the  mistake 
if  he  is  a  man  of  sterKiK  WOTth. 

Also,  the  practice  storing  up  all  the  c^Gmses,  committed 
hy  a  railway  servantt  for  punSmient  at  some  future  date,  or 
when  they  have  suffidentty  accumulated  to  warrant  his  dis- 
missal, places  the  old  employe  at  a  disadvantage,  for  the  longer 
the  period  of  his  service,  me  longer  the  list  of  his  misd^eanors. 

To  many  people,  the  most  radical  defect  in  the  Brown  sys- 
tem is,  that  it  is  a  sdicane  of  punishment  of  feilure,  while  it  is 
now  pretty  generally  acknowledged  by  those  who  have  studied 
various  diseipUnaEy  S3rstenis,  and  also  by  the  majority  of  our 
penologists,  that  a  system  based  on  rewards  for  good  behavior 
calls  forth  fer  better  results  than  any  system  of  pimishments, 
however  ingeniously  designed.  But  the  Brown  system  entirely 
overlooks  reward  for  long,  active  and  continuous  service,  and, 
indeed,  it  is  e^ressly  declared  that  the  occasions  for  giving 
credits  and  rewards    seldom  develop." 

On  the  contrary,  as  the  length  of  a  man*s  service  increases, 
and  the  heaviw  and  more  exacting  his  duties  become,  the  greater 
the  number  of  ertms^  mistakes  and  negligences  recorded  against 

S.  W.  FI.ESNER. 


Jg^mied  jram  the  RaUway  A^e^  March  5,  iSgf. 
The  Brown  System* 

WE  publish  in  another  column  a  commtmicaticm  fixnn  a 
correspondent  upon  the  subject  of  the  Brown  S3^stetn  of 
discipline,  as  outHned  in  an  article  appearing  in  "The 
Railway  Age  "  in  the  last  two  issues.  The  present  writer  con- 
siders the  matter  fiom  an  employe's  standpoint,  and  treats  it 
not  with  a  view  to  criticism  for  the  sake  al<me  of  argument,  but 
with  an  idea  of  drawing  out  a  statement  of  aU  the  advantage^ 
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and  disadvantages  that  may  arise.  In  an  accompanying  letter 
he  states  his  beUef  in  the  vital  importance  of  the  subject  to  oi&^ 
cials  ai^  employes  alike,  and  his  desire  to  hear  scmiething  &om 
employes  regarding  it. 

Some  of  the  fundamental  ideas  of  the  Brown  system  were 
stated  in  Mr.  Rearden's  article  as  the  securing  of  a  high  state  of 
^d^cy,  the  judgment  of  each  case  against  an  employe  in  enoaf 
with  regard  to  his  previous  record,  and  the  stimulation  of  em* 
ployes  to  cooperate  with  the  company  to  their  mutual  advantage. 

Our  correspondent  appears  to  have  a  wrong  conception  of 
the  intended  working  of  the  plan.  He  wys^  rdxrang  to  d^ec^- 
in  the  Blown  system : 

-  "One  of  the  first  is  the  principle  of  recording  the  negligences 
or  mistakes  of  the  railway  servant,  and  delaying  the  punishment 
of  the  same  to  a  future  date,  instead  of  suspending  him  from 
duty  or  fining  him  immediately  after  the  offense  has  been  com- 
mitted.  The  punishment  that  follows  quickly  upon  the  error, 
it  appears  to  me,  makes  a  more  vivid  and  lasting  impression 
than  the  recording  of  offenses  and  storing  them  up,  as  it  were, 
for  punishment  at  some  distant  day.  Moreover,  an  error  not, 
promptly  corrected  is  apt  to  grow  into  a  habit.'*  '  " 

As  to  the  last  objection,  it  is  contemplated  tibat  the  well- 
disposed  employe  will  condder  the  record  entered  against  him 
imd  the  posting  of  a  bulletin,  plainly  stating  his  error,  a  suffi- 
cient basis  for  entering  upon  a  course  of  self-correction  before 
the  habit  has  become  fixed.  The  record  which  affects  his  stand- 
ing with  the  company  is  plainly  pointed  out  to  him.  He  is 
given  the  same  opportunity  to  think  of  it  while  still. pursuing 
his  work  and  earning  his  living,  that  he  would  have  in  enforced 
idleness,  or  in  the  possibly  straitened  circumstances  following  a 
fine.  As  to  the  cumulative  record,  if  an  employe  shows  his  di»- 
r^ard  of  the  wishes  of  his  employers  by  a  persistent  repetition 
of  censurable  offenses,  he  can  hardly  be  considered  worthy  of 
more  consideration  than,  if  as  nmch  as,  the  one  who,  by  some 
combination  of  circumstances,  has  committed  a  single  offense - 
rendering  him  plainly  liable  to  dismissal. 

With  reference  to  the  difference  in  positions  of  employes 
affecting  their  liability  to  build  up  an  adverse  record,  it  must  be 
remembered  that  the  whole  matter  is  a  relative  one.  One  of 
the  results  expected  of  the  system,  and  so  far  as  yet  app&ixs, 
amply  verified  in  practice,  is  the  recognition  of  the  feet  of  re- 
sponsibility on  the  part  of  those  placed  in  responsible  positions. 
What  would  be  a  trivial  matter  in  one  position  might  possess 
an  entirely  different  aspect  in  another.  The  ^ploye,  as  a  part 
of  tke  railroad  company  in  its  widest  s^ise,  has  certain  respon^ 
Abilities,  great  or  small,  peculiar  to  his  position.  The  welfare 
of  the  company,  to  a  degree,  depends  upon  the  accuracy  with 
which  he  meets  them.  He  is  not  concerned  with  the  record  of 
anothtt  man  whose  re^ponsitnlitieB  are  (Hfierent  The  feet  ihat 
his  own  may  be  greater  than  the  other's  is,  in  some  measure, 


62 


-  a  recognition  of  his  superior  capacity  to  meet  the  requirements. 
Moreovw,  he  is  employed  to  perform  certain  duties  perfectly. 
Bmng  this  constitutes  no  absofaxte  basis  demanding  a  reward, 
though  he  may  sometimes  receive  it. 

Our  correspondent  also  takes  the  ground  that  the  record 
system  is  more  likely  to  engender  a  feeling  that  the  company 
is  storing  up  a  long-winded  grudge  against  him  than  to  create 
a  feding  of  loyalty  toward  it,  and  to  put  him  in  a  ccmdition  of 
almost  absolute  dependence  upon  the  favor  and  good  will  of 
those  immediately  above  him,  rather  than  of  self-respect.  To 
an  observer  it  would  appear  that  an  op^  trial  is  better  than  a 
secret  conviction.  Hie  *4ong-winded  grudgei'*  if  existing  at 
all,  is  as  stu-e  to  exist  without  as  with  the  record,  with  the  ad- 
vantage to  the  employe,  in  the  latter  case,  that  both  himself  and 
his  fellow  employes  are  informed  of  the  exact  basis  upon  which 
it  was  founded.  The  employe  is  much  less  liable  to  suffer  unjust 
punishment  at  the  hands  of  antmiSur  i>etty  official  if  the  pui]i8h<* 
ment  is  based  upon  a  record,  or  series  of  records  and  bulletins 
which  the  latter  must  first  make  public. 

It  is  not  supposed,  nor  is  any  contention  made,  that  the 
sjstem  as  carried  out  upon  any  road  is  absolutely  perfect  in  its 
workings.  The  correctness  of  the  fbiiHj^iital  idea — the  treat- 
ment of  employes  by  employers  as  the  Kmfer  would  like  to  be 
treated  in  the  same  position  — is  too  well  estabUshed  to  admit  of 
question.  Hiat  its  practical  workings  have  found  most  fimnr 
among  conscientious  employes  and  kindly  disposed  employers, 
is  one  of  the  most  tangible  arguments  in  its  favor.  The  idea  of 
*  *  giving  a  man  another  chance, ' '  within  certain  necessary  limits, 
appeals  strongly  to  one's  sense  of  £umess,  taken  in  oonnectiim 
with  his  knoiiiedge  of  human  nature  as  it  odsts. 

However,  it  will  conduce  to  the  smooth  working  of  the 
system,  to  bring  out  the  points  which  arise  from  a  side  of  the 
question  perhaps  too  little  in  evidence.  A  one-sided  discussion 
is  cf  little  value.  We  would  be  glad  to  hear  further  from  the 
employes'  standprant. 


Reprintedjrom  The  Railway  Age^  April  jv  ^^97- 
The  Brown  System  of  Discipline* 

^PRING9XBU>,  liX^f  Mardi  09, 1897. 

To  the  Editors:  —  I  have  read  with  much  interest  the 
remarks  in  **The  Railway  Age,"  issue  of  March  5,  by  Mr.  S.  W. 
Flesner,  replying  to  my  article,  One  year's  experience  with  the 
Brown  system  of  discipline."  I  have  also  read  with  interest  the 
editorial  on  page  170  of  the  same  issue,  and  in  it  the  matter  is 
so  thoroughly  covered,  and  Mr.  Flesner  is  so  fully  answered, 
there  is  very  little,  if  anything,  left  for  me  to  say. 

It  has  occurred  to  me,  however,  to  devote  a  little  time  to 
explaining  more  fully  for  the  information  of  Mr.  Flesner  and 
others,  some  of  the  details  of  the  system  which  he  has  criticised, 
in  order  to,  if  possible,  bring  about  a  better  understanding  and 
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get  the  views  of  others,  and  I  desire  to  be  clearly  understood 
that  the  argument  is  an  entirely  friendly  one,  and  mainly  in  the 
interest  of  those  most  concerned,  the  employes. 

Mr.  Flesner  thinks  '*that  the  principal  difference  between 
the  ordinary  method  of  discipline  and  the  so-called  Brown  sys- 
tem is,  that  while  in  the  former,  irregularities,  mistakes  or  errors 
are  followed  by  prompt  correction,  in  the  latter,  errors  and  mis- 
takes are  not  followed  by  immediate  punishment,  but  are  re- 
corded in  a  book  for  that  purpose,"  etc.,  etc. 

This  is  only  partl}^  true,  for  punishment  never  follows  mis- 
takes or  errors  in  the  Brown  system,  for  this  system  knows  no 
such  word  as  punishment,  and  every  effort  is  made  to  eliminate 
the  idea. 

The  records  are  made  in  order  that  the  employe  may,  at  all 
times,  know  particularly  what  he  has  to  improve  on  and  guard 
against.  The  bulletins  are  posted,  that  all  employes  in  the 
same  service  may  be  fully  advised  and  profit  by  the  experience 
of  others,  and  the  employe  that  does  not  profit  thereby,  and 
continues  to  get  into  trouble,  is  dismissed  exactly  as  he  would 
be  under  the  old  system,  when  it  has  been  clearly  shown  that 
he  is  incompetent ;  and  there  can  be  no  material  difference  be- 
tween this  and  the  old  system  when  it  comes  to^  case  of  this 
kind  as,  under  the  old  plan,  a  man  who  was  ooflHkally  getting 
suspensions  invariably  was  discharged  when  he  had  s^ved  a 
number  of  them. 

Again  Mr.  Flesner  has  misinterpreted  our  meaning  if  he 
thinks  the  Brown  sjrstem  admits  of  only  one  credit  record.  I 
am  sure  there  is  nothing  in  my  article  to  create  sudi  an  imp:es- 
sion.  The  fact  is,  it  admits  of  a  oiedit,  or  commendatory  reocnrd 
and  bulletin  every  time  an  employe  does  some  particularly 
meritorious  act.    He  may  have  one  or  a  dozen. 

The  reason  that  **  cases  of  this  kind  seldom  develop/'  is 
lhat  an  employe  who  does  these  things  is  usually  more  or  less 
modest  about  reporting  them,  and  his  co-^nployes,  who  are 
ready  enougjh  to  report  on  him  when  he  gets  into  fa-ouble, 
almost  invariably  shut  up  like  a  clam  when  he  does  anything 
that  might  promote  his  welfcure,  and  h^ce,  I  rqpeat,  cases  of 
this  kind  seldom  develop." 

Again,  I  do  not  understand  where  Mr.  Flesner  gets  the  idea 
that  the  '*  Brown  system  does  not  appear  to  provide  any  reward 
for  long  and  faithful  service  in  particularly  responsible  and  ex- 
acting positions."  The  best  reward  an  employe  can  possibly 
have,  in  our  opinion,  is  to  be  kept  constantly  employed,  allowed 
to  earn  every  day  his  wages  for  his  family,  and  be  promoted 
when  his  turn  comes,  and  promotion  certainly  follows  faithful 
service  under  this  system  just  as  siurely  as  it  did  under  any 
system. 

The  Brown  vSystem  of  records,  as  we  interpret  it,  does  not 
contemplate  that  each  record  represents  a  suspension,  and  the 
number  of  records  standing  against  a  man  on  the  books  do  not 
postpone  his  reward,  which  is  promotion,  but  a  niunber  of  sus- 
pensions certainly  would. 

In  the  sixth  clause,  it  would  appear  that  Mr.  Flesner  has 
not  read  carefully  enough  our  paper,  as  he  seems  to  think  that 
justice  would  not  be  done  all  employes,  because  **the  heads  of 
some  departments  are  much  more  strict  disciplinarians  than 
others."  Under  the  Brown  system,  the  superintendent  or  gen- 
eral manager  alone  makes  the  record  for  all  employ  es,  and  no 
matter  what  department  the  employe  is  connected  with,  each 
can  have  the  assiurance  that  the  same  officer  m  ho  makes  records 
against  him  makes  them  for  the  other  fellow,  and  the  '  *  petty 
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official"  has  nothing  whatever  to  do  with  the  final  decision  and 
xecord  in  the  case. 

Calling  especial  attention  to  the  eighth  clause  in  Mr.  Fles-* 
net's  letter,  we  beg  to  say  that  that  is  exactly  what  the  Brown 
system  contemplates.  When  a  man  makes  an  error,  or  is  neg* 
h^ent,  he  is  sent  for  and  the  matter  is  £rankly  discussed,  the 
mistake  pointed  out  and  a  record  made  of  it,  but  he  is  not  pun- 
ished as  tmd»  the  old  system,  and  is  sent  back  to  work  at  once, 
and  has  an  opportunity  givra  him  to  think  the  matter  oy&c  and 
profit  by  his  experience,  while,  at  the  same  time,  he  continues 
at  work  imd  keeps  his  family  comfortable,  and  does  not  have  a 
chance  to  get  in  bad  cxmipanj,  as  he  might,  if  idle  by  suspension 
for  ten  or  fifteen  days,  and  if  he  is  a  man  of  "sterling  worth," 
lie  will  profit  much  more,  and  keep  in  a  better  frame  of  mind 
toward  nis  employers  than  if  idle,  brooding  over  his  trouble. 

It  ^ottld  be  constantly  borne  in  mind  that  all  classes  of 
railway  employes  have  morally  improved  about  loo  per  cent,  in 
the  last  ten  or  fifteen  years,  and  the  time  has  omie  when  they 
must  be  looked  upon  as  men  of  intelligence,  education,  and  as 
£|entiemen.  The  various  organizations  of  railway  employes  have 
done  a  great  deal  in  themselves  toward  bringing  about  a  better 
class  of  service.  The  "Order  of  Railway  Conductors,"  the 
Brotherhood  of  Locomotive  Engineers,'*  tiie  Trainmen,'*  the 
Firemen,''  and  the  "Telegraphers,"  are  as  ready  and  anxious 
to  eliminate  from  their  membership  habitual  drinkers,  agitators, 
and  the  other  disturbing  elements,  as  the  railroad  companies 
can  possibly  be,  and  the  combination  has  brought  about  a  much 
superior  class  of  men  in  every  department  to  those  who  manned 
the  trains  and  held  other  important  positions  twenty-five  years 
ago.  Railroad  oflBcers  are  coming  to  feel  that  a  new  system, 
worthy  of  the  improved  condition  of  employes,  is  necessary,  and 
the  employe  who  will  not  open  his  eyes  to  his  own  faults,  and 
make  an  honest  effort  to  correct  them  when  they  have  been 
pointed  out  to  him  in  the  manner  prescribed  by  the  Brown  sys- 
tem, will  soon  be  considered  ont  of  date  and  relegated  to  the 
rear  where  he  belongs,  and  will  not  rank  among  the  successful 
railroad  men  of  the  future. 

I  feel  quite  sure  that  Mr.  Flesner  does  not  write  from  the 
standpoint  of  the  employe"  who  is  now  serv'ing  under  this 
-system,  as  the  employes  invariably  indorse  it,  and  I  haye  never 
heard  any  of  the  criticisms  Mr.  Flesner  makes  from  our  men. 

H.  S.  REARDEN. 

RepHiUedfrom  the  Railway  Age^  April  p,  7^7. 

r  Corning,  N.  Y.,  March  22,  1897. 

To  the  Editors :  —  In  your  issue  of  March  5,  Mr.  S.  W. 
I^lesner,  of  Waterville,  Minn.,  criticises  adversely,  from  the  em- 
ploye's standpcnnt,  the  Brown  system  of  discipline.  Criticism 
IS  proper,  and  as  discussion  always  tends  to  a  clearer  under- 
standing of  the  principles  involved,  I  take  the  matter  up,  also 
from  the  employe's  standpoint,  in  opposition  to  the  views  of 
Mr.  Planer.  Having  had,  as  chief  dispatchar  of  the  Fall  Brook 
Railway,  exc^)tional  opportunities  for  observation  and  verfica- 
tion  of  results  under  the  old  plan  and  under  the  Brown  system, 
and  questions  of  this  kind  always  possessing  a  particular  interest 
for  me,  I  feel  qualified  to  speak  on  the  subject  with  the  authority 
of  knowledge. 

^  The  critic  misunderstands  the  object  and  scope  of  the  plan. 
It  is  evident  that  he  compares  it  with  prison  systems  of  disci- 
^ine  intended  for  the  pum^bment  and  reformation  of  crinunate, 
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and,  therefore,  from  such  mistaken  premises  he  reaches  erro- 
neous conclusioii6.    It  is  not  such  a  scheme.    It  is  a  plan  for 
educating  free  men^a  plan  hy  which  the  ability  to  do  good 
work  is  developed — a  plan  which  makes  a  man  proud  of  his 
work  and  zealous  in  maintaining  his  reputation.    As  such  it  is 
worthy  of  ^camination,  and  if  found  to  give  beneficial  results, 
it  is  worth  adopting.    Und»  the  old  system  suspensions  were 
of  frequent  occurrence.   Workingmen  have  no  money  to  spare 
and  cannot  afibrd  to  lose  time.   In  nearly  every  case  suspension 
meant  a  lessening  of  the  man's  ability  to  meet  his  monttily  liv- 
ing bills ;  and  vraere  he  had  a  family  to  provide  for,  it  often 
meant  suffering  or  privation  for  them.   Sooner  than  see  their 
families  suffer  temporary  hardship,  we  have  known  good  men 
to  lie  when  they  got  into  trouble,  and  when  the  truth  leaked 
Gilt,  as  it  is  nearly  always  sure  to  do,  they  tried  to  excuse  them- 
selves by  saymg  that  they  could  not  afibrd  to  lose  a  day's  time. 
It  got  to  be  a  sort  of  an  official  axiom  in  investigating  wrecks 
and  their  causes  that  truth  and  self-interest  were  not  always 
compatible.    Well»  things  went  along  under  the  old  plan. 
Punishment  commensurate  with  the  ofiense  was  promptiy 
administered ;  things  were  persistentiy  and  sharply  looked 
after ;  the  superintendent  worked  as  hard  as  any  of  his  clerks  in 
the  office  and  spent  hours  daily  on  the  road  besides,  yet  thete 
seemed  to  be  room  for  improvement.    Gradually  it  grew  in  Mr. 
Brown^s  mind  that  the  method  of  dealing  with  the  men  was  not 
the  best— that  they  were  not  stimulated  to  do  their  best  work. 
As  he  reasoned,  a  superintendent  is  placed  in  charge  of  a  rail- 
road for  the  purpose  of  successfully  and  profitably  conducting 
its  operations.    To  do  this  to  the  satisfaction  of  the  executive 
officers  and  the  stockholders,  he  must  have  the  hearty  co- 
operation of  all  the  employes.    How  can  that  co-operation  and 
interest  be  secured?    Simply,  as  it  appeared  to  him,  by  making 
himself  in  thought  and  reality  a  co-employe,  and  apphnng  to 
the  treatment  of  the  others  the  same  rules  that  it  would  seem 
right  to  him  that  higher  officials  should  hold  toward  him.  In 
a  tentative  way  he  put  his  ideas  into  eflFect  to  a  limited  extent 
and  carefully  noted  results.     They  were  gratifying,  and  the 
system  was  partially  developed  and  extended.    Trainmen  won- 
dered why  such  and  such  men  were  not  suspended.    They  soon 
learned  of  the  new  system  which  was  being  experimentally  tried, 
and  they  set  themselves  seriously  to  work  to  make  a  good 
record.    They  took  a  pride  in  their  work  far  beyond  its  perfunc- 
tory performance;  there  were  no  instances  of  lying  to  escape 
punishment  for  mistakes  or  negUgence;  men  acknowledged 
their  faults,  and  where  they  were  not  grave  enough  to  require 
dismissal  set  themselves  eamestiy  to  work  to  overcome  them. 
They  took  the  lesson  and  did  not  regard  the  new  system  as  one 
of  ^*  punishment  for  failure."   How  can  it  be,  when  a  man  may 
work  a  lifetime,  or  until  he  changes  employers,  without  losing 
a  day's  time?   As  administered  here,  the  man  is  trained  to 
greater  efficiency,  his  feelings  are  carefhUy  r^arded  and  he  has 
the  privily  of  contimdng  at  work.   If  he  does  not  find  a  sub- 
stantial reward  in  this  treatment,  when  under  the  old  system  he 
would  be  idle  and  under  the  odium  of  demonstrated  imoompe- 
tency,  he  diflfers  from  the  normal  man.    He  takes  juide  in  his 
work  and  in  doing  it  thoroughly  with  the  least  expense  to  his 
em|)loyer ;  he  finds  the  genume  satisfaction  that  always  accom- 
panies the  consciousness  of  work  well  done.   The  superintm- 
dent  who  can  get  his  men  into  this  attitude  will  always  be  suc- 
cessful in  his  management,  and  in  Mm  the  winrkmen  will  always 
find  a  frigid. 
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There  is  not  one  Fall  Brook  man  who  would  return  to  the 
old  plan.  Tha*e  is  no  dissatisfaction  with  the  Brown  system. 
Think  of  what  it  means  to  have  no  suspension  among  hundreds 
of  moi  for  years!  In  the  oaes  of  discharged  men,  they  have 
invariably  been  new  men  who,  on  fair  trial,  showed  incompe- 
tency and  carelessness  to  such  a  degree  that  they  could  not  hold 
a  position  anywhere.  The  old  employes  in  responsible  posi- 
tions, and  in  those  comparatively  less  so,  still  remain  with  the 
<xnnpany ;  and  the  greater  liability  of  any  of  them  to  error  by 
pressure  of  exacting  duties  has  not  resulted  so  far  after  thirteen 
years  of  trial  of  the  Brown  S3rstem,  in  any  man  losing  his  place. 

Mr.  Flesner  has  written  without  practical  knowledge,  and 
probably  not  with  a  full  understanding  of  his  subject. 

_  J.  W.  IvYNAHAN. 


Reprinted  from  The  Railway  Age,  April  9.  iSgj, 

Co&KiNO,  N.  Y.,  March  22,  1897. 

To  the  Editors  "The  Railway  Age"  of  March  5,  we 

«nd  a  communication  from  H.  S.  Flesner,  criticising  the  Brown 
S3rsteQi  of  discipline  as  compared  with  former  methods  of  sus- 
pension and  fines  in  vogue  among  railway  officials. 

As  locomotive  en^^eers,  man]^  of  us  in  continuous  service 
on  the  Fall  Brook  mlroad  for  thirty  or  more  years,  we  have 
had  ample  ezpmence  in  both  methods.  We  will  speak  of  the 
old  mettiod  first  Hie  writer  remembers  too  well  his  personal 
ex]>erirace  of  years  of  long  ago.  I  will  recall  one  mddent 
which  was  very  forcibly  engraved  on  my  memory  twenty  years 
ago,  I  was  drawing  a  way  freight ;  was  at  a  terminal  making 
'uj>  tiie  train  when  we  received  an  order  to  run  in  advance  of 
time  with  meeting  points  for  several  trains  included  and  ending 
with,  *'Do  not  pass  A— without  orders/'  The  last  part  of  the 
order  I  overlooked  in  reading.  Well,  we  got  to  A — .  We  for- 
got the  last  clause  of  the  order  and  went  by.  We  were  stopped 
at  the  next  station  by  a  flag  and  our  advance  order  was  recalled. 
They  let  us  draw  the  train  home,  and  it  brings  back  a  kind 
recollection  of  past  officials  when  I  say  that  we  were  not  dis- 
charged. The  next  day  our  anxiety  as  occupants  of  the  sweat- 
box  began.  Our  sentence  was  three  months,  which  meant  a 
loss  to  me  in  wages  of  I450.  This  was  prompt  and  expensive 
correction,  and  your  self-respect  and  the  good-will  of  your 
'  superior  officers  would  more  than  recomp^se  you  for  your  loss 
of  salary,  Mr,  Flesner. 

We  will  not  recount  any  more  of  our  purgatorial  experience, 
but  gladly  pass  to  our  present  methods.  As  railway  employes 
we  feel  a  just  pride  and  deep  gratitude  to  our  general  superin- 
tendent, G.  R.  Brown  ;  proud  that  we  have  a  master  that  prac- 
tices the  golden  rule  in  his  official  dealings  with  his  fellow  men, 
and  which  brings  a  feeling  of  contentment  and  security  that 
amply  rewards  us  for  our  best  services. 

That  failures  in  engineers  here  sometimes  occvir  it  is  useless 
to  deny — mostly  in  newly  promoted  men,  who  have  mistaken 
their  calling,  and  it  takes  time  to  demonstrate  that  fact.  ' 

We  have  carefully  read  Mr.  H.  vS.  Rearden's  '*One  year's 
experience"  with  the  system,  and  are  pleased  to  see  such  an 
able  exponent  of  Mr.  Brown's  humane  treatment  of  railroad 
men,  which  we  know  will  be  a  lasting  benefit  to  his  men  and 
increase  the  efficiency  of  the  service, 

JOSEPH  BOYLE, 
Engineer  Fall  Brook  Railroad. 


discipline: 


By  T.  F.  Whittbi^sv, 
General  Superintendent  T.  &  O.  C.  Railway. 

NO  question  associated  with  the  operation  of  railways  has 
been  more  prominent  before  railway  officers  during  the 
past  few  years  than  that  dl  the  discipliiie  of  employea. 
The  prominence  grew  out  of  the  article  by  Mr.  G.  R.  Brown, 
General  Superintendent  of  the  Fall  Brook  Railway,  which  ap- 
peared in  ** Locomotive  Engineering"  early  in  1894.  This  arti- 
cle was  very  widely  read  and  commented  npon  as  presenting  a 
new  method  of  ^UscipUning  a  railway  force.  The  plan  outlined 
was  one  that  appealed  strongly  to  the  sense  of  justice  of  many 
railway  officers. 

So  much  has  been  written  on  the  subject  of  discipline  dur- 
ing the  period  mentioned  that  in  tmdertaking  to  prepare  a  papn 
at  this  time  on  this  topic  one  feels  that  there  is  little  left  to  say. 
Notwithstanding  the  fact,  however,  that  the  subject  has  been 
given  such  prominence,  it  is  evidently  an  interesting  one  for  the 
reason  that  this  association,  when  calling  on  the  different  di- 
visions for  subjects  upon  which  papers  would  be  written,  four 
out  of  the  six  divisions  named  ^'Discipline''  as  a  topic  for  a 
paper  for  this  meeting.  With  the  assurance,  therefore,  that  the 
field  still  contains  a  few  straws  of  grain  that  may  be  raked  to- 
gether,  I  will  submit  the  following  for  your  consideration : 

The  test  of  any  form  of  discipline  is  in  the  results  obtained 
under  it.  Those  results  in  the  operating  department  of  a  rail- 
way consist  primarily  in  the  item  "Percentage  of  Expense  to 
^Earnings/'  but  since  there  is  such  a  wide  variation  of  expenses 
to  earnings  on  some  railways  from  month  to  month  and  year  to 
year,  to  use  such  a  comparison  is  not  of  much  value  for  the  pur- 
pose of  showing  the  effect  of  discipline,  but  among  the  items  of 
the  classification  of  operating  expenses  there  are  several  upon 
which  a  superior  or  inferior  method  of  discipline  has  a  marked 
effect,  am<mg  which  are  Iioss  and  Damage,  Injuries  to  Persons, 
Clearing  Wrecks. 

While  there  are  species  of  wrecks  and  injuries  to  persons,  as 
well  as  cases  of  loss  and  damage,  that  can  not  be  said  to  occur, 
or  not  occur,  by  reason  of  any  standard  of  discipline  on  a  given 
line,  I  maintain  that  a  large  percentage  of  them  are  directly  af- 
fected by  it  Freedom  from  accidents  of  all  sorts  is  proof  of 
good  discipline.  Freedom  from  strikes  is  also  proof  of  good  dis- 
cipline, and  by  that  I  mean  that  the  officers  who  administer  the 
discipline  are  also  und»  discipline  themselves. 

The  best  work  in  the  transportation  department  is  done 
when  the  fewest  men  are  employed  to  render  a  given  service,  or 
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handle  a  given  volume  of  business.  That  is  to  say,  a  given  num- 
ber of  regular  and  experienced  men  will  transport  more  passen- 
gers or  freight  with  less  risk  of  accident,  personal  injury,  and 
loss  and  damage,  than  can  be  done  where  any  considerable  por- 
tion of  the  train  force  consists  of  extra  men,  who,  of  necessity, 
are  more  or  less  inexperienced.  Therefore,  I  believe  it  is  to  the 
best  interests  of  railways  to  adopt  a  method  of  discipline  which 
will  encourage  its  men  to  steady  employment.  It  is  very  diffi- 
cult at  times  to  run  a  division  of  a  road  without  a  large  extra 
list.  Cases  of  emergency  arise  where  the  traffic  is  unusually 
heavy,  and  it  is  absolutely  necessary  to  add  to  the  regular  force 
extra  men  to  enable  the  locomotives  and  cabooses  to  run  while 
the  men  secure  rest,  but  it  is  a  great  advantage  to  have  only  a 
small  number  of  employes  at  terminals  who  are  known  as  extra 
men.  It  is  also  desirable  not  to  have  on  the  extra  list  a  lot  of  frnv- 
fessional  railway  men,  men  who  drift  from  place  to  place,  carry- 
ing a  measure  of  unrest  with  them  which  is  often  communicated 
to  a  home  force  who  otherwise  would  be  contented.  The  best 
practice  is  to  have  on  the  extra  list  names  eligible  men  who 
in  some  ymj  have  an  interest  in  the  road  or  the  communities 
along  which  the  road  is  located.  With  painstaking  effort  suffi- 
cient young  men  of  this  class  can  always  be  obtained.  It  con- 
sists of  young  section  men,  station  men,  and  others  who  are 
already  identified  with  the  company  in  some  capacity,  and  from 
the  cities,  towns,  and  villages  along  the  line,  and  from  farms  can 
always  be  found  young  men  of  good  family  who  would  be  glad 
to  enlist  in  the  transportation  service.  The  names  on  such 
extra  list  to  be  drawn  upon  when  business  is  rushing,  and  when 
the  is  ov»  let  them  go  back  to  their  hcmies  to  be  subject 
to  further  call  when  wanted.  In  this  way  a  more  contented 
force  will  be  secured  than  can  be  obtained  by  hiring  profes- 
sionals/' '  .  ' 

On  the  Ohio  Central  Lines,  condsting  of  525  miles  of  rail* 
veay  in  three  divisions,  a  form  of  the  "Fall  Brook"  method  of 
discipline  has  been  in  eflFect  during  three  years  ending  April  i, 
1897,  during  which  time  no  suspensions  aflfecting  any  employes 
in  the  transportation  department  have  been  made.  During 
these  three  years  there  have  been  very  few  changed  conditions 
as  far  as  volimie  of  business  is  concerned,  so  that  comparisons 
from  year  to  j^ear  are  fair.  The  mxmber  of  men  employed  has 
varied  somewhat,  being  greater  during  the  second  and  third 
years  than  during  the  first.  During  the  first  year  only  men  in 
the  train  service  are  included,  but  the  last  two  years  include 
stationmen,  shopmen,  sectionmen  and  bridgemen.  During  the 
first  year  of  the  period  659  cases  of  discipline  were  handled  and 
bulletins  issued.  Out  of  this  number  there  were  58  dismissals, 
or  9  per  cent.  During  the  second  yewc  th&e  were  847  cases,  of 
which  98  were  dismissals,  or  per  cent.  During  the  third 
year  there  were  735  cases  and  66  dismissals,  or  9  per  cent.  The 
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principal  causes  of  dismissal  during  the  three  years  are  given 
below  in  the  order  of  nmnber : 

Violation  of  whisky  rule,  66 ;  Being  absent  without  permis- 
sion, 27 ;  Carelessness,  20 ;  Accumulated  record,  16 ;  Poor 
flagging,  13;  Violation  of  General  Notice  (fighting,  bemgquanel- 
some»  etc),  11;  Insubordination,  11;  I/ying^S;  Throwing  off 
coal,  5 ;  Incompetency,  5 ;  Garnishees,  3 ;  Burned  engine,  2 ; 
Dishonesty,  2  ;  Miscellaneous,  including  collisions  on  the  time 
of  superior  class  train,  running  through  switches,  failing  to  set 
brakes,  &ist  running,  and  unsatis&ctoiy  sexvice  generally,  53. 

Total,  222* 

During  the  third  year  there  were  32,  or  34  per  cent,  less  dis- 
missals than  the  previous  year.  Out  of  this  number  there  were 
14,  or  44  per  cent.,  less  whisky  cases,  and  a  &ixly  proportionate 
decr^ise  of  the  <^her  causes  of  dismissals. 

We  feel  that  we  are  entering  the  new  year  with  the  best  set 
of  men  that  were  ever  on  the  line.  The  method  of  discipline  in 
vogue  has  the  effect  of  weeding  out  the  drinkers,  the  fighters, 
the  liars,  the  incompetent,  and  degenoates  of  all  kin<^  and 
tends  to  retain  the  superixn:  and  thrifiy  men,  who  will  be  care- 
ful of  their  own  lives  (and  property)  and  the  lives  and  property 
entrusted  to  their  care.  Another  proof  that  we  prosper  under 
our  method  is  the  comparative  statement  of  cost  of  accidents 
during  the  year  just  ended  with  the  i»evious  one.  On  the  T.  & 
O.  C.  Railway  a  deorease  of  25  per  cent,  and  on  the  K.  &  M.  a 
decrease  of  39  per  cent.  On  one  division  there  were  neither 
rear  nor  butting  collisions  during  the  entire  year.  Other  col- 
lisions on  this  division,  principally  train  partings,  cost  I529.00. 
The  item  of  negligence  in  operating  on  this  division  ^ows  a 
decrease  of  38  per  cent. ;  on  another  division,  37  per  cent. 

Education  is  a  very  important  featiure  of  a  method  of  disci- 
pline, which  comprises  the  bulletin  idea.  Our  practice  is  to 
show  in  our  bulletins  a  pretty  clear  idea  of  what  has  happened. 
We  seek  thereby  to  educate  the  mass  of  men  by  errors  and  good 
deeds  of  others,  and  in  preparing  our  bulletins  our  tendency  is 
rather  to  elaborate  than  to  condense.  We  want  our  men  to 
know  the  drcumstances  of  occurrences  thoroughly,  in  order 
that  when  similarly  placed  they  will  avoid  the  mistakes  and 
copy  the  good  deeds  bulletined.  I  also  believe  that  the  bulletin 
system  makes  better  men  of  heads  of  departments  who  issue 
them,  because  when  an  officer  posts  a  written  statement  <^  a 
given  case  and  an  opinion  thereon  he  is  more  apt  to  give  the  in- 
vestigation and  consideration  of  the  case  more  thought  and 
better  judgment  than  if  his  decisions  are  only  rendered  orally 
to  the  few  employes  directly  interested.  Under  the  bulletin 
system  nothing  of  importance  in  the  way  of  bmudi  of  discipline 
or  commendation  for  good  deeds  need  escape  the  knowledge  of 
all  concerned.  They  need  not  depend  on  hearsay,  but  go  to 
the  bulletin  and  read  it  themselves.  We  do  not  make  a  practice 
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of  sending  to  individuals  bulletined  a  copy  of  the  bulletin.  We 
assume  that  they  know  at  the  investigation  whether  they  are 
deserving  of  a  bulletin,  and  sending  them  a  copy,  I  think, 
would  cause  them  to  rather  neglect  the  consolting  of  the  bulle- 
tin board. 

We  have  had  several  cases  where  a  bulletin  has  been  posted 
and  employes  other  than  the  one  disciplined  have  called  at  the 
superintendent's  office  to  explain  how  they  came  to  do  that 
very  thing.  While  that  does  not  occio:  often,  it  seems  to  me 
there  is  no  special  benefit  in  sending  copies  of  bulletina  to  the 
individuals  disciplined,  provided  investigation  has  been  made, 
and  besides  this,  the  mystery  about  the  bulletins,  as  affecting 
other  men,  does  no  harm.  I  believe  the  record  system  gives 
the  disciplining  offioa:  a  chance  to  educate  in  a  more  htunane 
way  than  tmder  the  suspen^on  method,  and,  in  the  long  run, 
more  effectually. 

On  a  line  connecting  with  those  I  represent,  which  disci- 
plines under  the  suspension  method,  I  have  a  case  which  shows 
the  weakness  of  that  system.  A  fireman  was  involved  in  the 
derailment  of  his  engine  at  a  derail  switch.  Before  the  investi- 
gation took  place  he  was  taken  sick  (of  which  fact  the  company 
had  due  notice)  and  was  confined  to  his  home  and  bed  for  three 
weeks.  After  he  recovered,  his  wife,  worn  with  watching  and 
care  of  her  husband,  was  taken  dck,  necesffltating  further  ab- 
sence from  duty  of  about  a  week,  with  consequent  loss  of  time, 
and  when  he  reported  for  duty  and  explained  the  circumstances 
of  his  absence,  notwithstanding  the  explanation,  he  was  given 
tturty  days  suspension  firom  that  time  for  his  connection  with 
the  derailment  of  his  engine  a  month  before. 

Another  case.  A  conductor,  personally  known  to  me  to  be 
a  first-class  imm  in  every  respect,  who,  after  over  twenty  years 
of  train  service  with  the  only  railway  he  ever  worked  for,  and 
without  a  mark  against  him,  recently  received  a  suspen^on  of 
ten  days  for  an  oflfence  which  was  not  proved  against  him. 
Being  still  a  young  man,  possessing  some  spirit,  and  with  such  an 
enviable  record,  he  naturally  felt  hurt  to  think  that  his  previous 
record  counted  for  naught.  How  many  of  us  passing  judgment 
on  an  employe  with  such  a  record  would  not  give  him  the  bene- 
fit of  a  doubt  ? 

These  are  only  two  of  many  cases  that  occur  under  the 
suspension  method  where  the  employe  is  not  convinced  that 
justice  has  been  done  him,  and  since  the  railway  company  does 
not  benefit  pecuniarily  from  the  suspension,  would  it  not  be 
better  all  round  to  apply  the  more  himiane  method  of  abolishing 
suspensions?  In  the  two  cases  cited  were  the  relations  between 
the  railway  and  its  emjdoyes  strengthened  by  these  applications 
of  discipline?  Vtom  my  observation,  after  three  years'  trial*  I 
have  come  to  the  conclusion  that  the  great  mass  of  employes 
intend  to  do  what  is  right,  and  try  to  keep  their  records  dear, 
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and  when  they  reidly  try  to  do  this,  it  seems  to  me  they  have 
reached  the  acme  of  perfection  tmder  discipline.   Those  who  do 

not  try  to  keep  their  records  clear  are,  by  the  record  system, 
sooner  brought  to  the  surface,  where  they  may  be  dispensed 
with  to  the  betterment  of  the  service.  With  careful  hiring, 
patirat  training,  and  judicious  pruning,  a  railway  force  can  be 
made  well-nigh  perfect  I  have  observed  that  the  great  mass  of 
heads  of  departments  on  railways  in  this  Central  Association 
territory  favor  some  method  of  the  Fall  Brook  system  as  against 
the  original  method.  On  many  roads,  Presidents,  General 
Managers,  and  others  who  grew  up  tmder  the  suspensicm 
method,  and  have  now  passed  on  beyond  its  detail  of  applica- 
tion, hesitate  to  endorse  the  Fall  Brook  method.  This  is 
natural,  but  what  I  have  herein  stated  indicates  to  my  mind 
that  we  are  progressing,  and  that  as  the  older  men  give  way  to 
the  younger,  the  old  method  of  discipline  will  give  way  to  the 
non-suspension  method,  which  has  already  been  endorsed  by 
railways  aggravating  50,000  miles  in  length. 


Hie  AbdiiaoOf  Toptkai  &  Sania  Fe  Railway  Company. 

Office  of  General  Superintendent  and  Office  of  Superintendent 

of  Machinery. 

ToPKKA,  Kansas,  July  20,  i897. 
To  All  Employes  of  Operating  DepaHment: 

1.  On  August  I,  1897,  the  system  of  *•  discipline  by  record  " 
for  employes  wnll  be  put  into  effect,  and  suspension  from  duty, 
with  consequent  loss  of  time,  wdll  be  discontinued.  Discipline 
will  be  maintained  by  reprimand,  book-suspension,  or  by  dis- 
missal from  the  sennce.  Upon  that  date  all  employes  will  be 
considered  as  starting  in  with  a  clear  record.  An  individual 
account  will  be  opened  with  each  employe  in  a  book  kept  for 
that  purpose  in  the  superintendent's  office.  A  duplicate  record 
will  be  kept  in  the  office  of  division  master  mechanic  for  all 
employes  in  mechanical  department. 

2.  Reprimands  will  be  noted  on  the  records  of  em|doye8 
who  may  receive  same.  Suspensions,  though  for  a  certain 
number  of  days,  will  be  nominal.  Instead  of  actual  suspension, 
the  employe  at  fault  will  be  allowed  to  continue  at  work.  A 
charge  will  be  made  on  the  record  of  every  case  of  neglect  of 
duty,  violation  of  the  rules  or  of  ^ood  practice,  accidents,  im- 
proper conduct,  etc. ,  resulting  in  discipline  of  an  employe,  with 
the  penalty  imposed,  as  may  be  determined  by  proper  officers. 

3.  Record  bulletins  will  be  issned  by  tiie  superintendent 
not  oftener  thasi  fortnightly,  and  posted  at  division  terminals  on 
a  special  board.  These  bulletins  will  be  educational ;  they  will 
be  issued  ftn:,  and  give  a  brief  acoonnt  of,  each  case  where  it  is 
thought  advisable  to  give  all  employes  an  understanding  of  the 
case  and  discipline ;  especially  cases  where  there  was  any  doubt 
on  the  part  of en^loyea  of  proper  coone  to  be  taken;  and  state 
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how  it  could  have  been  avoided,  but  will  omit  all  reference  that 
woixld  identify  the  person  at  fault. 

4.  Such  acts  as  disloyalty,  dishonesty,  desertion,  intemper- 
ance, insubordination,  wilful  neglect,  gross  carelessness,  im- 
morality, violation  of  rules  whereby  the  company's  property  is 
endangered  or  destroyed,  making  false  reports  or  statements, 
or  concealing  facts  concerning  matters  under  investigation, 
etc.,  ^\411,  as  heretofore,  subject  the  offender  to  sunuuary 
dismissal. 

5.  Credits  will  be  given  on  the  record,  and  may  also  be 
bulletined,  for  notably  excellent  conduct,  deeds  of  heroism  and 
loyalty,  good  judgment  in  emergencies,  etc.  These  special 
credits  will  be  given  full  consideratioii  in  oannection  with  any. 
charges  entered. 

6.  No  reprimand  or  suspension  will  be  noted  against  an 
employe's  individuial  record  without  notice  to  the  person 
afiected,  and  an  opportunity  given  for  investigation  and  defense. 
Bach  employe's  record  will  be  open  for  inspection  during  busi- 
ness hours  at  the  superintendent's  office,  or  office  of  division 
master  mechanic,  by  the  employe  himself,  but  not  by  others, 
except  by  division  and  general  officers.  If  not  practicable  for 
an  employe  to  go  to  the  office,  a  txanscript  of  his  record  will  be 
sent  lum  upon  application. 

7.  No  suspen^on  will  be  made  finr  less  than  ten  or  more 
than  sixty  daji^. 

8.  R^rimands  and  suspensions  charged  against  an  em- 
ploye's record  may  be  canceled  as  follows : 

a.  A  reprimand  will  be  canceled  by  a  perfect  record  for 
three  months. 

b.  A  suspension  of  ten  days  will  be  canceled  by  a  perfect 
record  for  six  months. 

c  A  suspension  of  more  than  ten  and  not  exceeding  twenty 
days  will  be  canceled  by  a  perfect  record  for  nine  mon^. 

d.  A  suspension  of  more  than  twenty  and  not  exceeding 
tiiirty  days  will  be  canceled  by  a  pttfect  record  for  one 
year. 

e.  x\  suspension  of  more  than  thirty  and  not  exceeding 
sixty  days  will  be  canceled  by  a  perfect  record  for  one  and  one- 
half  years. 

f.  Inasmuch  as  the  credit  system  is  an  experiment,  the 
length  of  perfect  record  for  which  credits  are  given  is  subject  to 
change  whenever  it  may  be  found  to  bear  unjustly  on  employes 
affected  by  it,  or  on  the  company.  ^/ 


Norfhem  Pacific  Railway  Gmipany. 
of  the  General  Manager. 

St.  Paui.,  Minn.,  March  24,  1897. 

I.  On  April  I,  1897,  a  system  of  discipline  by  record  will  be 
inaugurated  on  the  Northern  Pacific  Railway,  and  will  apply  to 
all  permanent  employes  of  the  transportation  and  mechanical 
departments.  Under  this  system,  actual  suspension  from  ser- 
vice will  be  discontinued.  Thereafter,  discipline  will  be  main- 
tained by  record  or  by  dismissal  from  the  service. 
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2.  An  individual  account  will  be  opened  with  each  employe, 
as  it  becomes  necessary,  in  a  book  kept  for  that  purpose  in  the 
office  of  the  superintendent  or  master  mechanic.  An  entry  vdM 
be  made  of  each  case  of  violation  of  the  rules  or  of  good  practice, 
neglect  of  duty,  or  any  other  fault,  showing  such  number  of 
days  suspension  as,  in  the  judgment  of  the  superintendent  or 
xuaster  mechanic,  may  be  merited. 

3.  No  suspension  will  be  charged  against  an  employe  with- 
out notice  to  him,  and  an  opportimity  will  in  all  cases  be  given 
for  ftdl  explanation  and  defense, 

4.  When,  in  the  judgment  of  the  officer  in  charge,  it  is 
desirable,  for  the  education  of  other  employes,  or  for  any  other 
reason,  a  bulletin  will  be  issued  giving  a  brief  account  of  the 
oflFense,  and  stating  how  it  could  have  been  avoided,  but  omit- 
ing  the  penalty  which  has  been  recorded,  also  the  names  of 
those  concerned  and  all  reference  that  would  tend  to  identify 
the  person  at  fault. 

^.  Bulletins  will  not  be  po^M  on  divisions  oXher  than  the 
division  issuing. 

6.  Suspensions  charged  against  an  employe's  record  may 
be  canceled  as  follows : 

a.  A  suspension  of  five  days  will  be  canceled  by  a  perfect 
record  of  three  months. 

b.  A  suspension  of  ten  days  will  be  canceled  by  a  perfect 
record  of  six  months. 

c.  A  suspension  of  more  than  ten  and  not  exceeding  twentjr 
days  will  be  canceled  by  a  perfect  record  of  nine  months. 

d.  A  suspension  of  more  than  twenty  and  not  exceeding 
thirty  days  will  be  canceled  by  a  perfect  record  of  one  year. 

e.  A  suspension  of  more  than  thirty  and  not  exceeding  sixty 
days  will  be  canceled  by  a  perfect  record  of  one  and  one-half 
years. 

f.  The  length  of  perfect  record  for  which  credits  are  given 
is  subject  to  change  whenever  it  may  be  found  to  bear  unjustly 
on  the  employes  affected  by  it,  or  on  the  company. 

7.  The  record  of  each  employe  will  be  open  for  his  own  in- 
spection at  the  ofBce  of  the  superintendent  or  master  mechanic, 
during  business  hours,  but  not  for  the  inspection  of  others,  ex- 
cept general  and  division  officers.  If  not  practicable  for  an 
employe  to  go  to  the  office,  a  transcript  of  his  rea>rd  will  be 
sent  him  on  application. 

8.  An  accumulation  of  poor  records,  showing  that  any  em- 
ploye is  not  a  desirable  man  for  the  service,  will  call  for  special 
consideration,  and  may,  after  a  hearing,  bring  dismissal,  though 
he  may  not  have  committed  any  oroose  that  of  its^  woiUd 
have  demanded  dismissal. 

9.  Permanent  employes  include  only  those  who  have  been 
in  continuous  service  for  a  period  of  four  or  more  months. 

10.  It  is  expected  that  this  system  will  be  a  great  advantage 
both  to  the  company  and  its  employes,  inasmuch  as  employes 
will  be  encouraged  to  do  their  best  work  at  all  times  and  will 
avoid  the  loss  of  pay  due  to  actual  suspension  (except  for  the 
time  required  for  necessary  investigation)  and  consequent  in- 
convenience to  themselves  and  families. 

J.  W.  KENDRICK, 

General  Manager. 
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The  Alciiison^  Topeka  &  Santa  Fe  Railway  Con^any* 
Office  of  General  Superintendent. 

Topeka,  Kansas,  Ji4y  15,  1897* 

To  all  Superintendents: 

DISCIPI^INE  BY  RECORD. 

T.  I  hand  you  copy  of  circular  addressed  **  To  all  Employes 
of  Operating  Department, ' '  putting  t\\i\  system  of  *  *  Disciphne  by 
Record"  into  eflfect  August  i,  1897,  and  by  which  you  will  here- 
after please  be  guided  in  matters  of  disdpHne.  Please  post  copy 
on  each  bulletin  board. 

2.  In  the  record  book,  kept  in  your  office,  two  pages  should 
be  resented  for  each  employe,  and  every  case  of  discipline  is  to 
be  recorded  therein;  the  left  hand  pa^e  for  charges  and  pen- 
alties, and  the  right  hand  page  for  credits  and  cancellations. 

3.  You  wall  furnish  at  terminals,  and  at  other  points  where 
bulletin  boards  may  be  maintained,  a  special  board  for  posting 
record  bulletins.  The  bulletins  are  to  be  consecutively  num- 
"bered.  The  charges  on  the  record  book  are  disciplinary ;  the 
record  bulletins  are  educational.  The  bulletins  should  give  a 
brief  and  concise  statement  of  each  case  of  deviation  from  rules 
or  from  good  practice,  etc.,  which  has  resulted  in  discipline, 
omitting  the  name,  date,  train,  locality,  and  without  otherwise 
identifying  the  person  at  feult ;  but  stating  the  occurrence,  how 
it  happened,  how  it  cotdd  have  been  p:evented,  the  trouble  or 
expense  caused  the  company,  etc.,  and  the  penalty  inflicted. 
You  will  also  add  such  comment  as  may  be  necessary  to  educate 
other  employes  on  the  subject  at  hand.  Sample  bulletin  here- 
with. (Note :  It  is  not  necessary  to  issue  a  bulletin  for  every 
small  o£fense,  if  a  similar  case  has  been  recently  bulletined. ) 

4.  A  copy  of  the  record  bulletin  will  be  mailed  to  the  «n- 
ploye  at  &ult,  and  to  others  of  his  grade  in  the  service  who  do 
not  have  access  to  the  bulletin  boar<&.  Aft^  remaining  on  each 
board  ten  days,  it  will  be  removed  and  pasted  in  a  scrap  book 
kept  at  each  terminal  for  that  jptupose. 

You  will  please  send  me,  for  my  information  and  subsequent 
approval,  a  copy  of  each  record  bulletin  issued,  noting  on  same, 
for  use  in  this  oflBce,  the  name  of  the  ^nploye  disdphned,  date, 
train,  locality,  etc. 

5.  You  will  please  exchange  record  bulletins  with  all  other 
superintendents,  so  tliat  each  may  know  what  violation  of  the 
rules  or  what  commendable  deeds  have  taken  place  on  other  di- 
visions, may  know  what  discipline  and  what  educational  efforts 
are  being  applied  elsewhere,  and  that  uniformity  may  prevail. 

6.  In  case  of  a  total  of  suspensions  of  any  employe  in  excess 
of  about  ninety  days  in  any  one  year,  or  of  an  accumulation  of 
poor  records,  showdng  incompetence,  or  of  a  series  of  acts  of 
negligence  or  of  violation  of  the  rules  of  good  practice,  you  wall 
call  him^  to  your  office  to  explain  his  record.  He  should  be 
showm  his  failures  and  afforded  an  opportunity  to  convince  you 
that  it  will  be  to  the  interest  of  the  company  to  continue  him  in 
the  service  ;  failing  in  which  he  will  be  dismissed. 

7.  In  determining  whether  an  employe  should  be  dismissed 
on  account  of  his  accumulated  record,  or  given  further  trial, 
there  be  no  fixed  rule  as  to  the  number  of  times  he  has  been 
disciplined,  nor  the  aggregate  time  of  nominal  suspensions;  but 
the  number  of  cases  against  the  employe,  nature  of  same,  length 
of  service,  his  general  character  and  conduct,  and  particularly 
whether  there  are  two  or  more  entries  for  the  same  thing,  will 
all  be  considered  as  fectors,  as  will  also  credits  that  may  have 
been  given. 
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8.  The  leading  objects  of  the  syst^  of  ''Discipline  by 
Record"  are : 

{a)  To  secure  a  higher  state  of  efficiency.  Strict  discipline 
is  essential  to  the  successful  operation  of  a  railroad.  No  con- 
tinuous service  performed  by  man  can  be  perfect,  but  a  high 
state  of  discipline  will  produce  a  high  class  of  service,  and  suc- 
cessful operation  is  dependent  on  good  ser\dce. 

[b)  To  avoid  loss  of  time  and  wages  of  employes,  and  con- 
sequent possible  sufiering  of  those  who  may  be  dependent  on 
their  earnings,  as  well  as  demoralization  of  the  employe  by  en- 
forced idleness. 

{c)  To  avoid  that  incorrect  and  pernicious  feeling  on  the 
part  of  the  employe  who  has  been  actually  suspended,  and  thus 
lost  money  in  wages,  that  he  has  paid  the  company  for  the  loss 
and  trouble  he  has  caused,  and  that  he  can  settle  again  in  the 
same  manner. 

{d)  To  avoid  the  dismissal  of  an  employe  for  a  single  vio- 
lation of  the  rules  or  of  good  practice  that  does  not  injurioudy 
reflect  on  his  reputation,  conduct,  capacity  or  future  iisefulness. 

{e)  To  judge  each  case  of  an  erring  employe  on  its  merits, 
with  due  regard  to  his  previous  record  and  future  availability, 
considered  with  refe«ice  to^  tlie  interests  of  the  company  and  its 
duty  to  its  patrons.  This  to  be  done  generally  without  regard  to 
tile  cases  of  other  employes. 

(/)  That  all  may  beomie  acquainted  with  each  case  for 
which  discipline  is  imposed,  and  learn  something  from  the  &il- 
Ture  of  others. 

{g)  To  encourage  and  stimulate  all  employes  to  co-operate 
with  the  office  of  the  company  in  all  matters  tending  to  pro- 
duce harmony,  economy,  safety  and  efficiency,  and  thereby  se- 
cure better  service,  resulting  both  in  profit  and  credit  to  the  com- 
pany and  to  its  employes,  as  well  as  increased  satisfaction  to  the 
public.  Each  employe  can  work  with  the  knowldge  that  the  ex- 
cellence of  his  record,  the  prospect  of  his  continued  employ- 
ment, his  promotion  and  final  success,  depend  on  his  own  good 
conduct  and  exertions.  By  notably  good  and  faithful  work,  he 
can  accumulate  a  stock  of  credits  that  practically  insure  him 
against  dismissal  in  case  of  some  oversight  or  error  that  other- 
wise would  deprive  him  of  employment.  The  most  efficient  men 
\n\\  be  encouraged,  developed,  benefitted  and  retained ;  while 
those  who  prove  to  be  unfit  for  the  railroad  service,  though  dis- 
missed, will  be  dealt  with  fairly  and  justly. 

{h)  To  enable  employe  to  gain  in  purse,  in  self-respect,  in 
manliness,  in  interest  m  his  work,  in  permanence  of  employ- 
ment, in  loyalty  to  the  company,  and  in  solicitude  for  its  inter- 
ests ;  by  which  the  company  expects  to  gain  a  man  more  con- 
tented, more  intelligent,  more  courteous,  more  watchful  and 
zealous  for  its  interests,  realizing  that  they  are  practically  his 
own,  thus  securing  a  more  harmonious,  economical  and  efficient 
service,  in  which  the  element  of  force  is  not  predominant. 

9.  As  the  system  is  admittedly  experimental,  suggestions 
and  criticisms  from  all  concerned  are  cordially  invited. 

10.  The  system  of  *' Discipline  by  Record,"  originated  by 
Mr.  G.  R.  Brown,  General  Superintendent  Fall  Brook  Railway, 
is  already  in  successful  use  on  a  number  of  other  roads,  and  is 
proving  mutually  satisfactory  and  beneficial  to  employes  and  to 
the  corporations.  It  is  introduced  on  the  lines  affected  by  this 
circular,  in  the  belief  that  it  will  meet  vrith  the  approval  of  all 
interested,  and  be  directly  beneficial  to  all. 


General  Supt. 
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Tbe  Atchisoiv  Topeka  &  Santa  Fe  Railway  Compaiiy* 

'  Division. 

{Office  of  Superintendent.) 

ToPVKA,  Au^^  I,  i897« 

Record  Bui*i.etin,  No.  i. 

A  train  was  stopped  on  main  track  in  an  obscure  place  on 
account  of  engine  breaking  down.  Conductor  at  once  directed 
flagman  to  go  back  to  protect  train,  going  forward  himself  to  as- 
certain cause  of  trouble ;  after  which  he  started  to  look  after  the 
flagman,  thinking  he  might  not  get  far  enough  back.  Although 
the  flagman  had  at  least  five  minutes  start  of  conductor,  he  was 
overtaken  about  three  telegraph  poles  from  rear  of  train.  Con- 
ductor passed  flagman  and  succeeded  in  stopping  a  following 
train,  which  could  not  have  been  stopped  in  time  to  avoid  a 
rear  end  collision  if  flagged  at  the  pomt  where  flagman  was 
overtaken. 

The  conductor  is  commendable  for  his  action  in  this  case 
and  he  shall  receive  credit  for  same. 

The  flagman  has  been  dismissed. 

JOHN  SMITH, 
Superintendent* 

A  light  yard  engine  started  to  go  to  freight  house.  The 
•engineman,  failing  to  notice  that  signal  was  against  him,  ran 
his  ragine  off  the  track  at  derailing  switch. 

The  engineman  has  been  su^nded  fifl:een  days. 

Since  issue  of  bulletin  dated  the  following  cars 

have  been  damaged  by  yardmen  while  switching : 

Cars.  Cost  of  repairs. 


Yardmen  and  enginemen  are  again  cautioned  that  cars  in 
yards  must  be  handled  with  care.  There  is  plenty  of  time  to  do 
work  properly,  and  there  can  be  no  reasonable  excuse  for 
damaging  the  company's  property  in  this  manner  to  so  great 
an  extent. 


A  freight  train  bound  east  stopped  at  a  station  to  do  some 
work.  Head  brakeman,  unknown  to  engineman  and  fireman, 
was  cutting  engine  off;  he  leaned  over  the  drawheads,  resting 
his  body  on  same  to  reach  air  cock  on  other  side.  Rear  brake- 
man,  not  knowing  what  head  brakeman  was  doing,  gave  back 
np  signal  to  get  the  pin  to  cut  train  near  the  rear.  Engine 
slacked  back  and  body  of  head  brakeman  was  caught  between 
drawheads  and  he  was  almost  instantlv  killed.  Had  he  walked 
around  the  engine  to  get  on  proper  side  to  turn  cock,  or  had  he 
<:limbed  over  the  drawheads  or  even  under  them,  as  good 
^nactice  required,  he  would  not  have  been  injured. 

I  take  tiiis  opportunity  to  again  impress  on  trainmen  the 
danger  of  undue  hurry,  recklessness,  or  negligence  in  doing 
fhdr  work*  The  company  does  not  ask  or  exp^  you  to  take 
any  unnecessary  risks  of  life  or  Umb  in  the  performance  of  your 
dimes.    You  are  directed  to  do  your  won:  properly,  to  take 
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ample  time  to  do  it  safely  and  to  know  that  all  tools  and  appli- 
ances  are  in  apparent  good  order.  (See  Book  of  Rules,  page— ). 


A  fireman  was  recently  called  to  go  out  on  his  run.  Caller 
found  him  helplessly  intoxicated.  The  fireman  has  been  dis- 
missed. It  is  hoped  this  case  will  be  a  lesson  and  a  warning  to 
all  other  employes.  Total  abstinence  from  the  use  of  intoxicat- 
ing liquors  is  necessary  in  railroading.    (See  Rule—). 


Southern  Railway  Con^pany* 

Office  of  General  Superintendent. 

Washington,  D.  C,  April  23, 1897. 
To  Enginemen,  Firemen,  Trainmen  and  Yardmen  : 

Effective  June  i,  1897,  the  following  system  of  discipline  of 
the  employes  in  train  and  yard  service  of  this  company  will 

be  adopted : 

1.  The  penalty  of  suspension  fixwn  duty  with  loss  of  pay  to 
employes  will  be  abandoned. 

2.  The  penalty  for  neglect  of  duty  and  bad  conduct  shall  be 
by  a  reprimand,  book  suspension  or  diimiissal  from  the  service. 

3.  Discipline  for  offenses  such  as  necessitate  dismissal  or 
discharge  from  the  service  of  the  company  under  present  rules 
will  be  continued. 

4.  The  present  method  of  investigation  will  be  continued. 

5.  A  discipline  record  book  w^ill  be  kept  in  the  superinten- 
dent's office  in  which  an  entry  shall  be  made  of  ev^ery  case  of 
neglect  of  duty,  violation  of  rules,  bad  conduct,  etc.,  vn\h  the 
penalty  imposed.  There  shall  also  be  kept  in  this  book  a  credit 
account  in  which  record  shall  be  made  of  excellent  conduct, 
deeds  of  heroism,  loyalty,  etc.,  which  shall  be  given  full  consid- 
eration in  connection  with  the  charges  entered  against  each 
employe.  These  books  will  be  open  to  the  inspection  of  any 
employe  for  examination  of  his  own  record,  but  no  employe  will 
be  permitted  to  examine  the  record  of  another, 

6.  Bulletins  will  be  issued  stating  brieflv  and  concisely  the 
cause  for  each  case  of  discipline,  omitting  name,  date,  train  and 
location.  Each  employe  disciplined  w411  be  furnished  with  a 
copy  of  the  bulletin  bearing  on  his  case,  giving  expense  to  the 
company  of  property  damaged  or  persons  injiured  by  his  care- 
lessness or  failure  to  obsen-e  rules. 

7.  The  record  of  employes  will  be  examined  from  time  to 
time  by  the  superintendent  (and  other  officers),  and  if  it  should 
appear  that  any  employe  is  not  a  desirable  person  for  the  service, 
after  a  full  consideration  of  his  record,  he  may  be  discharged. 

g.  Each  employe  will  be  afforded  an  opportunity  for  appeal- 
ing against  any  decision,  but  said  appeal  must  be  inade  itt  writ- 
ing within  ten  days  of  receipt  of  notice, 

9.  This  system  is  introduced  with  a  view  to  enforcing  a 
stricter  observance  of  rules  and  regtdations,  and  with  the  b^ef 
that  it  will  be  benefidaland  will  meet  with  the  hearty  co-opera- 
tion of  all  concerned. 

Approved:  w.  D.  GREEN, 

F.  S.  GANNON,  General  Superintendent. 

Third  Vice-President  and  General  Manager. 


PARTIAL  LIST  OF  USERS 

Sterlingworth  Rolled  Steel  Brake  Beam. 


Canadian  Pacific  Ry. 
Toledo,  St.  I^ouis  &  Kansas  City  Ry. 
Chicago  &  North  Western  R,  R, 
Cincinnati,  Portsm'th  &  Virginia  R.R. 
Central  Railroad  of  New  Jersey. 
Keokuk  &  Western  Ry. 
Philadelphia  &  Reading  R.  R. 
Chicago  &  Grand  Trunk  R.  R. 
Illinois  Cent.  R.  R.  (Y.  &  M.  V.  R^R.) 
Seaboard  Air  Line. 
Nash\411e,  Chattanooga  &  St.  L,  R.  R. 
Duluth,  Missabe  &  Northern  Ry. 
St.  Louis  &  San  Francisco  R.  R. 
Denver  &  Rio  Grande  Ry. 
Lake  Erie  &  Western  Ry. 
Cornwall  &  Lebanon  R.  R. 
Addison  &  Pennsylvania  Ry, 
Cleveland,  Lorain  &  Wheeling  Ry. 
Florida  ^ist  Coast  Ry . 
West  Virginia  Central  R.  R. 
H.  C  Fridk  Coke  Co. 
New  York,  Chici^p  &  St  I^ouia  Ry. 
LonisviUe  &  Nashville  R.  R. 
Waaon  Mfg.  Co.  (fin-  BraxUiaii  Ry.) 
Florida  Central  &  Peninsttlar  R.  R. 
New  Ywk,  Snsqndianna  &  West  Ry. 
New  York,  (tetario  &  Western  Ry. 
Fit^tmxg  Ry. 
Standard  Oil  Co. 
Louisiana  &  North  West  Ry. 
Central  Railroad  of  Georgia. 
Bennington  &  Rutland  Ry. 
Rutland  R.  R. 
C.  B.  Mather  Stock  Car  Co. 

Wilmington  & 


Cold  Blast  Transportation  Co. 

Delaware,  Lackawanna  &  West.  R.  R. 

Burlington.Cedar  Rapids  &  NorULRy^ 

Fall  Brook  R.  R. 

Maine  Central  Ry, 

Atlanta  &  West  Point  Ry. 

Galveston,  La  Porte  &  Houston  Ry. 

Chicago,  N.  Y.  &  Boston  Refrig.  Co. 

Cincinnati,  Jackson  &  Mackinaw  Ry. 

Atlantic  Coast  Line. 

Plant  System. 

Manhattan  Oil  Co. 

Wisconsin  Central  Lines. 

Northern  Pacific  Ry. 

Chicago,  Rock  Island  &  Pacific  R.  R. 

San  Joaquin  Valley  Ry.  (California.) 

Swift  &  Co. 

Toledo  &  Ohio  Central  R.  R. 

Boston  &  Maine  Ry. 

I^ouisville,  New  Albany  &  Chi.  R.  R. 

Toledo,  Ann  Arbor  &  North  Mich.  Ry. 

Cmnherland  &  Pennsylvania  R.  R. 

St  Paul  &  Duluth  R.  R. 

Lehigh  Valley  R.  R. 

Baltimore  &  Ohio  R,  R. 

Noxfelk  &  Southern  Ry. 

Western  New  YoHc  &  Fenna.  R.  R. 

Georgia  Southern  &  Florida  Ry. 

Lake  Shore  &  Midiigan  Southern  Ry. 

Atlantic  and  Padfic  R.  R. 

Grand  Trunk  Ry. 

Spokane  Falls  &  Noxthem  Ry. 

Santa  F6,  Prescott  &  Phoenix  Ry. 

Union  Pacific,  Denver  &  Gulf  Ry. 

{Northern  R.  R. 


AS  TO  ECONOMIES. 

^Scfcii  rcxmoarrifi  in  tiie  imcfianlcal  deputsna^  of 
tallfofiufat  as  aw  obtainaUe  in  tibe  designing  of  power 
and  equipment,  have  been  reached,  and  we  can  only 
look  to  the  added  life  of  their  component  parts  for  ad- 
ditional fcmmikz/*--RepQrt  of  a  Superintendent  of 
Equipment  to  his  General  Manager. 

These  qualifications  apply  only  to  the  Sterlingworth  Rolled  Steel 
Brake  Beam.  The  use  of  other  types  will  surely  necessitate  renewal  in 
less  than  half  the  time  covered  by  our  guarantee.  Why  incur  this  addi- 
tional expense?  Why  waste  money? 


